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INTRODUCTION

Hi,

I’m Craig,

I'm an accountant and a business specialist who has helped thousands 

of clients to improve their businesses and, by extension, their lives for 

nearly 30 years.

I have a deep understanding of the mindset of small business owners 

and the issues that they face in every stage of their business.

I've done a lot of work in the pre-insolvency area; helping business 

owners get their businesses and personal finances on track in the face of 

liquidation and bankruptcy.

Through all of my dealings with businesses, big and small, successful 

and struggling, I know the following 9 Fundamentals for a Successful 

Business will, if properly implemented, change your life and ensure your 

business and personal financial success.

Enjoy.
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Did you know statistically, 84% of small businesses are surviving week to week?

This means that they are chasing money week to week, or at best month to month, to ensure 

the survival of the business.

This is absolutely staggering and yet not surprising.

The vast majority of small businesses struggle to make wages, let alone a return on their 

investment, especially when you consider:

The hours a typical small business owner works each week; and

The risks a small business owner takes in terms of both potentially not having the money 

necessary to pay the bills next week, and also someone suing him and taking his family 

home and other assets.

What is so interesting about this fact, though, is that in almost all cases, this lack of success 

has nothing to do with the business owner not being good at what he or she does.

Being good at what you do is a given. It goes without saying. 
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                              The Fundamental 9

What is the secret to a successful business?

To have a truly successful business, one that not only makes profit but one which provides 

you with the lifestyle you desire, there are 9 fundamentals:

3 Conceptual

3 Practical

3 Financial

 THREE CONCEPTUAL

These are the three questions which, when answered, will set you on the path to creating a 

truly successful business which gives you the life you desire.

WHAT DO YOU WANT THE BUSINESS TO LOOK LIKE?

This is a question which very few, if any, 

small business owners have ever asked 

themselves and yet, it is possibly the 

most important question of them all.

I think the reason this question is rarely 

asked is  tha t  i t  takes  a  lo t  o f 

introspection and business owners are 

too busy getting on with building their 

business to worry about airy fairy 

gibberish like this.

I would suggest that if you don't know 

what you want your business to look 

like, then how do you know if you're 

building the right business?

To answer this question, you first need 

to ask what it is you want out of life and 

what your business would need to look 

like to provide you with that.
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For example, if your ideal life has you playing golf once a week and travelling for 8 weeks a 

year, there seems little point in building a business which requires you to work 80 hours a 

week for 51 weeks a year (why not have Christmas off hey?) regardless of how much money 

it makes.

I would not call that business a success regardless of its financial merits.

The reason why the answer to this question is so important is that, when you are crystal 

clear on this, it will guide your decision-making process. You will be more likely to make 

decisions with a medium to long term view rather than the constant short-term decisions 

most small business owners make.

Get crystal clear on what you want your business to look like and you're already way ahead 

of the pack.

Ask the following questions of yourself to try to get this right:

How big do I truly want my business to be?

How hard do I want to work / how many hours a week?

How much money do I want / need to earn to have a fulfilling life?

In terms of my business, what do I like to do and what do I hate doing?

Do I want my business to be local, state-wide, national or international?

There are many more questions you could ask but these will give you a start. 

There are no wrong answers here. If you want a small business which provides an awesome 

lifestyle, don't say you want a massive global business because you think someone will think 

less of you.

It's your life and your business. Build both exactly how you want them.

The important thing here is to get clear on the business and lifestyle that you want to build. It 

will shape everything that follows.
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WHAT PRODUCTS OR SERVICES DO WE SELL AND TO WHOM?

You must clearly define and refine your business' products or services.

I know that this sounds obvious, and it is, but I challenge you to dig a little deeper with this.

Don't just think “I'm a builder so I provide building services”.

I can't think of one successful small business which provides all things in their industry to all 
people.

The reason is that, as small businesses, we simply don't have the resources to be exceptional at 
too many things for too many people.

That's not to say, however, that you shouldn't expand what you do if it fits with the answer to “what 
do you want your business to look like?” and if you can do it well.

As an example, 25 years ago, the only things you could buy at a petrol station were petrol, oil, a 
drink and cigarettes. These days, a petrol station is essentially a small supermarket where you 
can also purchase fuel.

That's smart.
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To properly define and refine your product or service, try asking yourself the following 
questions:

Who are my customers?

What is my market?

Why do they purchase from me? 

What is it that I actually sell?

What problem do I or could I solve for my potential market?

What am I really good at?

With current technology, could my product or service be changed or expanded to improve 
my business and client / customer outcomes?

Get as specific as you can with what it is you do and with whom it is you do it. You might like 
to develop an exhaustive menu of products and/or services that your business provides.

Once you are clear on what you want your business to look like and what products or 
services you sell, and to whom, you are ready to build a truly successful business.

ü
ü
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DO YOU HAVE THE APPROPRIATE STRUCTURE FOR YOUR 
BUSINESS?

Ensuring your business is correctly structured is vitally 
important and yet this is an area where very little thought 
is put in by business owners and, unfortunately, very 
little effort is often put in by their advisors.

All too often a new business owner will call their advisor 
and say something like “I'm starting a business, so I'd 
like you to set up a company for me” and the advisor 
does.

This type of structuring inevitably leads to tens of 
thousands of dollars of lost money (e.g. higher taxes) 
and potentially lost houses and personal bankruptcy.

I'm not going to bore you with in depth technical jargon, 
so I'll just give you a brief overview.

A good business structure achieves the following two 
main goals:

Asset protection; and

Tax minimisation (i.e. both now and when the 
business is eventually sold).

Also, you are always better off setting up the correct 
structure at the start rather than trying to save money 
and changing the structure later as the business grows. 
This almost always leads to a significant increase in 
costs (i.e. to design and implement the structure and in 
potential stamp duty and capital gains tax) and 
frustration and down time (i.e. advising customers, 
setting up new accounts with suppliers etc).

There are several issues to consider when implementing a structure for your business, such 
as:

How big do you envisage your business being;

What is your exit strategy (e.g. is it to sell or to list or to pass onto your kids etc);

How do you plan to fund your business (e.g. bank loan or investor funds);

Do you plan on taking on partners or equity shareholders in the business;

What type of industry is the business in (i.e. some industries are inherently riskier than 
others);

Does your business involve significant intellectual property?
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There are many other considerations, but you get the idea.

The answers to these questions can have a significant bearing on the business structure 

decision and yet they are questions which are rarely asked.

Let's discuss the two structuring outcomes above in turn.

ASSET PROTECTION

To me, this is by far the most important aspect to get right when structuring your business and yet 

it is usually the least thought about (i.e. most small business owners just focus on paying as little 

tax as possible).

If I had to choose, I would rather pay slightly more tax and ensure that my house was safe than the 

other way around.

The principal behind asset protection structuring is to separate your personal assets, and your 

business assets if possible and warranted, from your business risk.

Whether you know it or not, every business incurs risk simply by opening their doors and trading. 

The purpose of a good structure is to ensure that, as much as possible, if the worst-case scenario 

arises, your personal assets, and business assets if possible, are protected and not lost.

Your structure acts as a kind of insurance policy with the set up cost and annual fees the premium 

for that insurance policy.

As with any other insurance, you don't want to over-insure your business (i.e. spend way too 

much money on a complicated structure which isn't needed) but you do want to make sure that 

you are adequately insured.
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TAX MINIMISATION

This is usually the highest concern of new business owners, which I understand, but there is 

often a lack of understanding of how the tax system works within their structure which often 

leads to problems down the track.

Further, usually thought is only given to the immediate tax implication of the structure with 

little or no thought given to potential capital gains tax difference between structures on the 

eventual sale of the business (i.e. and this could amount to hundreds of thousands of 

dollars).

In essence, a good structure will help to minimise tax by making use of the differences in tax 

rates of different entity types and also, where possible, by equalising income throughout the 

group to lower the applicable personal marginal tax rates.

In summary, structuring is a very important part of setting up your business and is something 

that should be done by an expert who will take the time to go through all of the above issues 

with you to ensure that the chosen structure is the one which best suits you and your 

particular circumstances.
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THREE PRACTICAL

These three things that every successful small business is good at, whether they know it or 

not (i.e. a lot of small businesses succeed by accident).

MARKETING

You now know what you want your business to 

look like and what products and/or services your 

business sells, and to whom.

You now need to market those products and/or 

services to potential buyers so that you can grow 

your business.

Statistically, over 85% of businesses receive new 

customers or client through word of mouth, and 

that's great. Referrals are not only a low cost 

means of obtaining new customers or clients but, 

because you have been recommended by 

someone, there is an innate trust between you and 

your new prospect which leads to very high close 

rates and longer-term customers or clients.

So, whilst referrals should be an important part of 

your business' marketing strategy, there are 

several drawbacks if this is your entire marketing 

plan:

Birds of a feather flock together so if you are trying to break into new markets (i.e. 

geographic or service), this will be difficult through referral only. It also means that if you 

have less than ideal clients now, chances are they will refer less than ideal clients to you.

Unless you have a sophisticated referral system, which is possible to establish, this type 

of prospect generation is usually feast or famine (i.e. you might get 4 referrals one month 

and then nothing for months after that). This feast or famine syndrome makes it 

impossible to model and manage your business in terms of, among other things, capacity 

and stock control.

Your marketing is working for you if it provides your business with the amount, type and 

quality of leads it needs to be the business you want it to be at a cost where there is 

acceptable return on the marketing investment.
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Breaking this down, your marketing strategy needs to provide the following:

The right amount of leads at any given time. In other words:

Not too few leads that the growth of the business stalls and

Not too many leads that quality delivery cannot be maintained.

Leads of the right type of customers or clients. In other words, customers or clients who:

are looking for exactly your products or services;

are in the geographical area which is right for your business;

are in the industries that your business best serves;

are the right size for your business.

The right quality of leads. In other words:

Warm leads or leads which have a reasonable chance of converting into paying 

customers or clients;

Leads which are genuinely interested in your products or services and not just tyre 

kickers.

In general, there are two types of marketing:

Brand awareness marketing; and

Direct response marketing.

Small business owners should be focusing their marketing efforts on direct response 

marketing because that will provide you with the best results.

There are obviously many ways to do this, especially in today's hi-tech world.

The trick is to sort through the clutter to decide on one or a combination of methods which 

provides your business with a successful marketing result.
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SALES

Many people confuse and combine the terms marketing and sales, but they are very distinct 

things.

Sales is simply the conversion of leads into paying customers or clients but, for the sales 

process to be working properly, it should:

Be a process rather than done randomly;

Be monitored in terms of closure / conversion rates etc with a view to incrementally 

increasing this through improving the sales process and training of sales staff;

Result in customers or clients purchasing as much of their required product or service 

from your business as they need.

In many small businesses, the role of salesman falls on the owners. This is a role they may 

be naturally good in or totally inept in. Regardless, there is generally no system in place to 

ensure that:

Someone other than the business owner is good at making sales;

There is consistency of process and client experience;

There is, as much as possible, consistency of result.

A business which relies on its owners to “make the sales” without the 

help of a sales system is one which will never reach its true potential. 

This happens because the owners are generally wearing too many 

hats and so the sales process usually becomes an ad hoc thing that 

is done when there is time. This will never produce optimal results.

Your business should have a Customer Relationship Management 

(CRM) system which records the marketing undertaken by the 

business and tracks the progress of “Leads” being turned into 

“Prospects” being converted to “Customers”.

Your business will have its own process or steps it takes in its sales 

journey from Lead to Customer and your CRM should be 

customised to reflect this process.

If implemented correctly, this CRM should allow you to monitor your 

sales pipeline and, once reliable lead generation and sales 

conversion data can be extracted, will allow you to reliably predict 

and control the growth of the business and everything that goes with 

properly handling that growth.
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DELIVERY

Because most business owners have, at one time or another, been at the coalface of their 

industry (i.e. it isn't often a cabinet maker starts a florist business), delivery is often the most 

advanced of the “9 Fundamentals”.

However, this is usually only the case while the business owner is still very hands on with the 

delivery of the product or service.

It is when the business grows beyond the owner being totally immersed in the delivery of the 

product or service that this area needs significant focus.

When we think of delivery, what usually springs to mind is that the quality of the job must be high. 

However, I would argue that this is the least important aspect of delivery, because high quality is 

a given. If the quality of delivery isn't high, close your doors. Your business isn't long for this 

world.

There are so many other important aspects of delivery, such as:

Timeliness

Efficiency

Communication

Customer Experience

Improvements in the above aspects of delivery are vitally important to your business because 

they result in:

Happier customers or clients

More referrals

Happier staff

Less stress from having to put out fires or deal with unhappy customers or staff

Increased profitability

Increased cashflow
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The way to achieve a higher level of Delivery is through the implementation of systems.

A systemised way of doing things provides the business with:

Consistency of product or service

Consistency of customer experience

The ability to delegate down and therefore increase time, profit and cashflow

You need to have systems around everything you do, including:

Order taking

Quoting and follow up

Work or job flow

Stock control

Portion control

Invoicing

Debtor management

Client communication

Staff communication and meetings

Machinery operation

IT usage

The list is endless, so the question is where do you start?

There are several ways in which you can go about systemising your business:

Start from the top and work your way down;

Concentrate on the big-ticket issues first and then move onto the smaller issues;

Start with what isn't currently working and go from there.

Whichever way you go about it, it must be a constant process of improvement.

You could appoint someone in your business as the “Systems Implementation Champion”, give 

him or her the job of implementing the business systems and the authority to do so.

One word of caution; be optimistic but realistic. 

Then it is a matter of keeping the 'Champion' and the business accountable to targeted 

improvements. If you don't have this key person (Champion) we find that enlisting outside help 

in the area of systems implementation and accountability greatly improves your chances of 

success.
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THREE FINANCIAL

If you are clear on the above three Conceptual fundamentals and have properly 

implemented the three Practical fundamentals, your business is well on the way to success.

However, you should still have a laser sharp focus on the financial aspects of your business 

to ensure that it is profitable and has sufficient cashflow.

ADMINISTRATION AND REPORTING

One of the most important and yet underrated aspects of a truly successful business is its 

administration and reporting functions.

A great number of small businesses attend to this aspect of their businesses themselves 

because:

Hiring someone to do it is a cost they either can't afford or not worth incurring;

Only they know their business well enough to get it right;

They want to keep abreast of everything that is going on in the business;

They think that doing the bookkeeping (e.g. coding the bank statements etc) helps them 

to understand how the business is performing.

All of the above are myths that should be debunked once and for all.
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Good administration staff are not a cost. They are an investment in your business. Qualified, 

technical staff are expensive and, in many industries, difficult to find. 

In most cases, small businesses have qualified, technical staff doing what are really 

administration tasks. Without doubt, this is costing your business money and opportunity. 

If you get your delivery systems right, you can properly utilise administration staff to free up 

qualified, technical staff to produce higher volumes of work which can make your business 

significantly more profitable.

Whilst the business owners undoubtedly know their business better than anyone else, 

hoarding administration work is hampering their ability to do the important work that they 

should spend their time doing such as:

Business direction and development

Product or service development

Client or customer nurturing

Staff training and nurturing

Highly profitable work

ü
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Whilst the desire to want to keep abreast of 

everything that is going on in the business is 

understandable, if you want to grow your 

business and maintain or achieve a lifestyle 

at the same time, you have to let go.

The trick, obviously, is to install the correct 

systems, provide training and supervision 

and follow up to your staff to ensure that the 

job is done correctly.

As mentioned before, this will free you up to 

dramatically improve your business.

Ask yourself this question; “If I could devote 

those 'X' number of hours on 'whatever it is' 

by investing in a good administration 

person, what could I achieve with that time 

and what would be the financial impact on 

my business?”

Unless yours is a micro business, and very 

possibly even then, you will probably find 

that you and your business will be far better 

off by delegating administration tasks rather 

than hoarding them.

“Doing” the bookkeeping does not provide you with the information you need to run your 

business. 

It is the reports that can be generated once the business' books are properly done which 

provides you with the information you need to run your business.

It is the reports that can be generated once the business' books are properly done which 

provides you with the information you need to run your business.

Let's be honest. Most business owners are good at what they're good at. They are not good at 

accounting. Furthermore, they don't have the time nor, if they are honest, the inclination to get 

the bookkeeping right.

This is a big mistake. Garbage in. Garbage out.

Trust me, do your business and your lifestyle a favour. Hire someone to attend to your business' 

bookkeeping and never look back.



9 FUNDAMENTALS FOR A TRULY SUCCESSFUL BUSINESS 18

Most business owners think of “Reporting” as simply their financial statements, Business 

Activity Statements and Income Tax Returns etc but, in reality, a truly successful business' 

reporting encompasses so much more than this.

All of the four practical areas outlined above should have reporting mechanisms attached to 

them. For example:

There should be reporting to determine what the business' marketing spend is, where 

that spend has been successful and where it hasn't. You should know the cost of 

customer or client acquisition from each of your marketing campaigns.

There should be sales reporting metrics in place so that you know where in your sales 

pipeline all of your leads and prospects are. You should also know statistics such as:

conversion rate;

the number of times a customer or client buys from you throughout a year;

Average dollar-spend per customer or per transaction;

New and lost customers or clients.

You should implement reporting relating to your business' product or service delivery 

such as:

Job turnaround time

Wastage

Write ons or write offs

Stock days

Productivity of qualified, technical staff

Customer satisfaction or complaints

You see, this is where the real magic of business improvement happens.

Your business' financial performance won't improve because you do one thing 100% better. 

It will improve because you do 100 things 1% better.

Small increases in the key drivers of your business can make significant improvements to the 

performance of your business.

The key here though is that unless you track those key drivers (i.e. Reporting), you can't 

possibly improve them with any focus and confidence.
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PROFITABILITY

Every small business exists to make a profit so that it provides a return on investment to its 

stakeholders.

However, the truth is that, sadly, this is not necessarily the case for many small business 

owners.

Whilst it is sometimes the case that a business isn't profitable because of adverse market 

conditions, in most instances, the reasons why your business may not be profitable or not as 

profitable as you would like it to be include:

You are not across your numbers;

You don't know what your business' key drivers are or you aren't really focusing on 

improving those key drivers;

You haven't had the time or invested the time to improve the areas of the business which 

are affecting its profitability;

You haven't had the courage to do what needs to be done to make the business 

profitable.
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You might like to argue that there are several other issues which are holding back your 

business' profitability, but I would strongly suggest to you that, if you dig a little deeper, 

either:

The business' profitability is either due to one of the above issues; or

Your underlying business is flawed and should be closed.

The awesome news is that each of the above four issues can be fixed.

With the right reporting procedures in place, you can be right across your numbers.

Your accountant can help you discover the key drivers of your business and model the 

expected financial results if these key drivers are improved.

With the right mindset, team and systems, you can create time in your business to 

implement what needs to be done to improve profitability.

When you know the numbers (i.e. both up side and down side), and possibly with 

training or coaching, you can gain the confidence to make the decisions which will 

improve profitability (e.g. correctly pricing your product or service).

So, with the right mindset and quality advice, you can improve the profitability of your 

business.
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CASHFLOW

As the old saying goes; “Cash is King”.

And yet, through their actions, a large percentage of small business owners treat it as an 

afterthought.

Don't believe me? Answer this question. 

Do you prepare a detailed 3-way budget (i.e. P&L, Balance Sheet and Cashflow) for your 

business every year and monitor monthly results against that budget to see how your 

business is performing and how cashflow is stacking up against expectations?

Or

Do you manage your business by bank account and gut feel, which means you know what 

your bank balance is, how much you should be getting paid from customers or clients in the 

coming weeks and how much you have to pay out in that time?

We find most small business owners do the latter.
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Unless you are a sole trader with no employees, you simply can't manage your business by 

bank account and gut feel. Something outside of your limited scope of vision will always 

come up that you won't be ready for. When it does, you'll be short of money and will need to 

rely on debt to get you through. This is a slippery, downward path.

As proof, in 2015, Australian small businesses owed the Tax Office over $21 billion because 

they either:

Failed to properly plan their business' cashflow.

Undercapitalised their business (i.e. started it on a shoe-string).

Spent money which didn't belong to the business.

Paid themselves personal income more than the business' profit.

Did not report and monitor key cashflow metrics such as:

Invoice Amounts

Profit Margin

Work in Progress or Job Days

Debtor Days

Stock Days

A business' cashflow is one of its most critical success factors. It's time it was treated like 

that.
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SUMMARY

So there they are; the 9 Fundamentals of a Truly Successful 

Business.

The difference between a business which has the 9 Fundamentals, 

and is therefore truly successful, and one that doesn't usually boils 

down to drive, advice and implementation.

Most small business owners operate in their comfort zone. 

They get up, go to work, do the same things every day, go home, go 

to bed. Rinse and repeat five, six or even seven days a week.

Truly successful businesses don't happen that way. They must be 

driven. You need to have focus. Focus on the areas of your 

business which will result in the greatest impact and work from 

there.

At Exceedia, we specialise in helping small business owners 

transform their businesses into great business and, at the same 

time transform their lives.

Call us on 07 5522 8400 or email us at  to arrange a office@exceedia.com.au

no obligation free meeting to see how we can help you and your business.

Craig

mailto:office@exceedia.com.au
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