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Through our founder membership of the AVN and our
accreditation as business development specialists we will provide
you with full support to get the best out of your business so you
can achieve your personal goals and live life to the full.

‘We believe that you should have an
accountant who will help you understand
your accounts, reduce your tax liabilities but
also go beyond this to help you change the
numbers and achieve your personal goals.’
In this interview Paul and Andrew discuss the power of having
1-1 meetings and asking questions that enable Andrew and his
team to tease out the issues, goals and barriers being faced by
their potential or existing clients.
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Andrew Botham – Mayes Accountancy – Accrington – England

This interview with Andrew took place on stage in front of an audience of
accountants at a Peak Performance Practice Development Workshop in 2017.
Andrew was quizzed not just by me but by the accountants too, making this an
extremely informative interview. Throughout this interview Andrew refers to BOPP
(Business One Page Plan) which is Andrew’s proprietary KPI service for business
clients. If you want to have a look at Andrew’s BOPP service go here
The interview from stage starts with Andrew describing what his quarterly KPI
service looks like:
Paul

So, he had, to begin with, four meetings in a year, is that right?

Andrew

Yes.

Paul

And they lasted 90 minutes?

Andrew

They varied between an hour and two and a half hours with that particular
client.

Paul

In your office. What sort… You asked a lot of questions; what sort of
questions? What would be an obvious question you’d start with in a first
meeting with a client on KPIs?

Andrew

Well, the starting point when you’re discussing KPIs with any client,
particularly using the BOPP model, is, why are you in business and where

do you want to go with the business; what are your main objectives, both
personal and business? And clearly identifying the goals that they want to
achieve, both for the business and for themselves.

Paul

So you’re goals-focused, future-focused?

Andrew

Very much future-focused, five-year usually. Most of my conversations,
whether the clients like it or not, are steering my clients to say, I want the
option to be able to sell my business in five years for a decent sum of
money. Because the reason why I try and get everybody, every single
client, to put that as one of the goals is because if they get their business
to a position where it’s worth a certain value of money in a different
timescale, then it’s an option.
They don’t have to sell but if you’ve got it to that point, then invariably that
business is able to operate without them actually being present, which
most people in this room want to achieve. So, most business owners want
to achieve that outcome. So, a lot of people have no intention of selling
within five years but it just frames everything up in the right way.

Paul

So, you’re actively influencing them to answer a question about their goals
over five years so that you’ve got a reference point for them and a
reference point for the future conversation?

Andrew

Yes, absolutely.

Paul

Right, okay. [Inaudible 00:01:59] who I talked about earlier, and I’ve in the
last 12 months interviewed another 8 accountancy firms that are in this KPI
business growth, business and [inaudible 00:02:12] space, the starting point
varies from a problem-focused question to a goals-focused. So, the
starting point is either, what issues, what problems, what challenges are
driving you nuts, or, where are you taking the business.

Andrew

I cover both, but I start with the goals. I start with the goals and then, once
I’ve established what they really want to achieve, then I start with, where
are you now, what’s your current position, current challenges, how we’re
going to get you from here to there. But I work back from the five years
rather than working forwards from now.

Paul

Which, if anyone’s familiar with Michael Gerber, that’s his approach as well.
You get absolute clarity on where you want to be before you touch where
you are now. Otherwise, if you start with where you are now and the
challenges you’ve got, that has too big an influence on the later questions
on goals because they get tied into the problems. We talk about stretch
goals being really powerful. If people get obsessed with where they're at
now and the limitations, they're less likely to set stretch goals. Would you
agree with that?

Andrew

I would, totally.

Paul

Right. So, a relative stranger – because you don’t know them very well.

Andrew

No, I’d only met him once, this guy.

Paul

He’s sat in the room and you’re starting a conversation about his personal
goals and his business goals and doing what you can to influence and
talking in a five-year timeframe, and this pet guy, did he know that or was
this a question that he’d never answered himself before?

Andrew

He’d never answered it before. Most people don’t know what they want.

Paul

Right, okay.

Andrew

Or they might vaguely know, but very few people have clarity about what
they really want to achieve and very few people have actually written it
down.

Paul

Right. And so in meeting one, where did our friend Dave get to on this
five-year vision, goals, his business and personal goals? Where did he get
to?

Andrew

Well, I encouraged him and cajoled him into this five-year option to be
able to sell for a given sum of money, but he had some other key

considerations. He wanted to be able to pay off his personal mortgage on
his house. First of all, when I met him, he wanted to move house. He did,
and the next stage was he wanted to be able to pay the mortgage off on
that house. The overarching goal… This guy, he’s not an entrepreneur, he’s
not money-hungry, he just likes enough money to live a basic life. He
wanted to be able to sell the business ultimately for a million pounds,
which we know probably wouldn’t keep you in a comfortable lifestyle, but
he doesn’t need a comfortable lifestyle.

Paul

Right, okay. So you didn’t necessarily influence him to be more ambitious?

Andrew

Not in that particular circumstance. I have influenced others. You can tell
the ones that are entrepreneurs and the ones that aren’t.

Paul

How can you tell?

Andrew

Just by conversation.

Paul

What is it about the conversation that tells you whether they’re-?

Andrew

You can tell whether they’re gain and money focused, or whether they’re
pain driven.

Paul

Right. So the Dave the pet guy, was he pain driven or gain driven?

Andrew

Pain.

Paul

What did he want to avoid in that early meeting? I know it was a while ago.

Andrew

He wanted a stable business.

Paul

Just security and peace of mind was the driver, as opposed to glamorous
house, glamorous car? Okay.

Andrew

This particular guy is the sole owner, the sole director. This guy feels
isolated. He has nobody else to speak to.

Paul

So did he pay for that first meeting?

Andrew

No.

Paul

All right, so you had a meeting which teed up this question around the
five-year, what would you want to sell it for, but he didn’t pay for that.

Andrew

No, all the initial meetings are free.

Paul

Right, okay. And then as a consequence of that meeting, he agreed to
meet with you every quarter for the next year, and pay £350 a month?

Andrew

Yes, and that was 15 years ago.

Paul

And that was 15 years ago… Okay, all right. How many businesses since
that first one, have you actually run a KPI Business One Page BOPP service?

Andrew

118.

Paul

118? You’ve checked the numbers, right?

Andrew

I knew it was over 100, but I knew you were going to ask me.

Paul

This process has worked with 118 different businesses, and who’s stayed on
it the longest?

Andrew

Well, he stayed on it the longest. He was my first one, and he’s still on it
now.

Paul

He’s still on it? Right, okay. And the shortest?

Andrew

I’ve had probably 7 or 8 where I’ve had to say to them, you’re not taking
the required actions. I don’t think this process is really working for you.
Would you agree? And they’ve said, yes, I’m not willing. I agree it’s a good
process, but I’m not willing to do the...

Paul

To take the action.

Andrew

To do the hard work in order to move things forward. So 7 or 8 out of 118,
so it’s quite a small number.

Paul

Sure, sure.

Andrew

But I’ve said to them, because I understand there’s no point in constantly
meeting with them, and them constantly meeting and not making any
changes. Because I track all the figures, so I don’t want some businesses
spoiling the numbers of the results I’m getting for my clients. And now
they’re going round saying, well, this process doesn’t work. And I’ll say to
them, you know, are you prepared to put the effort in in order to do it?
And they invariably say, no, that’s why we’re not making any progress. So
sometimes I’ve stopped them after the second meeting. ACCOUNTABILITY

Paul

All right, so you’ve not even gotten to the end of a year? You’ve not even
gone to six months?

Andrew

No, no. Well, six months is the second meeting, nine months is the third.

Paul

And have you had to refund any money?

Andrew

Never.

Paul

So they’re not taking issue with the fact that they started it, they’ve not
followed through…

Andrew

Well, I just had an open and honest conversation about the money, didn’t
I? Basically, you’re paying me for this service, you’re not really taking
action…

Paul

All right, got it. Just to drill down the detail, the shortest time is 9 months,
the longest is 15 years?

Andrew

Yes. Yes, it’s 15 years now.

Paul

Okay. Typically, how long does it-?

Andrew

It’s 3 to 4 years on average.

Paul

So 3 to 4 years of paying a monthly fee of £350 up to- what’s the
maximum?

Andrew

The three tiers of fees, starting at the top, is £1,000 a month plus VAT for
the monthly service. Then there’s a bimonthly service which is £495 plus
VAT per month, and then there’s a quarterly service which is £350 plus VAT
per month. Broadly, they work out at £1,000 a meeting. The quarterly one
makes £1,050. PRICING

Paul

Right, so 12, 6 and 4 meetings, so not complex.

Andrew

And to be quite honest with you, the quarterly ones don’t drive in as much
as the clients usually need. It’s just that it’s that…

Paul

Sorry, what are you saying there? The quarterly ones don’t…?

Andrew

They don’t tend to get as much of an uplift in profitability and turnover
and capital value. Really, if every client was able and willing to commit to
monthly, they should be monthly.

Paul

Would you want to do them all monthly?

Andrew

Now, I would be quite happy to do it.

Paul

Because you’re free all the other time?

Andrew

Yes. I actually price mine differently to that now, so my monthly now are
£30,000 a year. But originally, that’s what I was doing – £350, £495, £1,000.

Paul

So you’ve got clients paying you £30,000 a year for 12 meetings?

Andrew

Yes. Well, it’s 14. I’m doing 12 normal meetings and I’m doing two extra
meetings, which I’ve agreed specifically.

Paul

In a year? So the two extras, what’s that about?

Andrew

Well, that particular business, they’re looking to sell. We’ve got a monthly
countdown, we’re now 31 months away from putting the business on the
market. One of the meetings is a full pay, looking at all the systems and
controls, and the due diligence process, getting everything ready over this
next… less than three years, so that when the time comes to put it on the
market and we have to put all the information into the data room ready to
sell, it’s all there ready. The other one is about the financial systems and
the budgeting and getting them the forecast more or less.

Paul

Right, so we’re ultimately getting due diligence… Okay. So they’re paying
on average £2,000 a meeting?

Andrew

Yes.

Paul

Okay. Has anyone got any questions before we go to the next slide?

Person A

These existing clients, the 118, did you know them all before or are they all
new?

Andrew

They vary, actually. Some were existing clients, some were prospective
clients, most of which came from events that we ran with Paul, Business
One Page events where we got a number of people in the room, Paul
presented to them and we organised meetings off the back of those [with
new clients 00:11:47]. Some from the business growth clubs that we ran,
where we met with businesses we didn’t know every month and we gave
them a bit of education around business growth, and then the rest were
the client base. So varied.

Person A

Split…?

Andrew

I’ve not got those numbers. I’d be guessing quite a few.

Paul

Well, maybe I can help there. If we take one of the events that we did… We
talked about two of them yesterday, one that generated… One of the two
lumpy ones.

Andrew

Yes, we ran two. We ran eleven eventually together, Paul and I, Paul was
presenting for me specifically on the BOPP for a half-day presentation to
somewhere between 60 and 80 delegates. Two of them were successful,
we got £80,000-odd from one and £70,000-odd from the other. That’s just
from the event.

Paul

So what I’m fishing for is if you take one of those events, and… Did you say
one of them got 16 clients?

Andrew

The 80-odd was 16 clients.

Paul

And of the 16 clients, which ones were existing accounts clients that flipped
to the BOPP and how many were prospective?

Andrew

Oh, right, okay. In that case, it was about 2/3 prospects, 1/3 existing clients.

Paul

So people who hadn’t bought from Mayes before, of the 16, 10 or 11 of
them bought into the Business One Page Plan, and the other 5 or 6 were
existing clients?

Andrew

And one of those prospects, I’ll tell you a story about him in a bit.

Paul

Right, okay. Right. I don't know whether that translates over all of it, but at
least it gives you…

Person A

Did they pick up all your services, or just the BOPP?

Paul

Good question.

Andrew

We are sort of pinching a little bit from [inaudible 00:13:32]…

Paul

Don’t worry about it.

Andrew

Invariably when it was a prospect, they’d start working with us just on the
BOPP. I suppose in a way they’re probably testing, aren’t they, to see if it’s
any good, if we’re any good. After three or four meetings, what tended to
happen was that they said, would you be happy to do our accounts and
tax and look after our personal affairs? So it was just a nice, neat flow into
doing their compliance work. So effectively, I started to recognise that this
was like a marketing piece that was setting us apart from the other
competitors. We were winning the BOPP work and then slowly taking the
compliance work off our competitors, which was quite good.

Paul

So of the 118, how many of them ultimately ended up being accounts
clients too as well as BOPP?

Andrew

I already ended up having a couple that didn’t actually convert to
compliance [inaudible 00:14:32].

Paul

Okay, all right. So mostly eventually they ended up buying additional
services for accounts.

Andrew

Yes.

Paul

Management accounts, payroll, and so forth. Right. Any other questions?
Please do shout up at any point, cut across me or I’ll just keep going. I’m
trying to fish for all the information you need in order to help you – can we
do this, can we do this? – I don’t know whether you get this sense, but you
aren’t really comfortable up here, are you? That’s why I’m doing it like this.

Andrew

[LAUGHS]

Paul

So it’s our job to help… Andrew avoids presentations like…

Andrew

I don’t present anything.

Paul

And I find it interesting – there’s a friend of ours who I’ve done some work
with, Rob, who’s also somewhat uncomfortable in these public settings, but
he runs a KPI service generating… I know he’s going to do about £300,000.
When I spoke to him earlier this week, he’s up to £300,000 of things for
this year on Business One Page Plan advisory style discussions and clients…
Completely independent of [inaudible 00:15:41], and the vast majority of
those end up, like yours, buying accounting from him too. So you can
share your stats with Rob… His average fee for a Business One Page Plan
client, for a KPI service client, is about £12,000. His non-BOPP clients, it’s
down at about £7,000, I think. Do you know what your figures are?

Andrew

My average fees are about £5,500 across the practice. But the BOPP-only
clients are the ones that fit in our top 20-25 clients.

Paul

So that £150,000 of fees you’re doing now, how many clients is that?

Andrew

I’ve got 21 on the BOPP at the moment.

Paul

So that’s 21 into £150,000.

Andrew

Yes, it’s worth that. I don't know. Teens, isn’t it? Low teens?

Paul

Thirteen, fourteen?

Andrew

Yes, fourteen.

Paul

So what’s the most businesses you’ve worked with on Business One Page
Plan at any one moment? The maximum?

Andrew

Thirty. Thirty was the most I got.

Paul

All right. What do you see as the biggest difficulty for you when helping a
client in a KPI, Business One Page Plan, BOPP conversation?

Andrew

In what context?

Paul

I’m looking for the gnarly challenges, the difficulties, the things that might
derail stuff. Maybe there’s been a thorny client, or an issue that’s proved
that the BOPP doesn’t work, or… Not the easy stuff. When it’s been tough,
I want to have a conversation about where the Business One Page Plan
conversation has been awkward and difficult rather than easy.

Andrew

Okay. Can I put a slightly different slant on that? The whole process is
around asking questions, and those questions can be naïve questions,
because as accountants we don’t know our clients’ businesses in depth. I
suppose some of the gnarly initial comments might be, well, you’re

offering to support and help my business but you don’t know my business.
You don’t know how the business operates.
Well, actually that’s a huge advantage, because you can ask those naïve
questions that they’re not prepared to ask themselves. Quite often the
results, the outcomes, the good stuff that comes out of the conversations
shows up when you’re asking stupid questions, quite frankly.

Paul

You’d be good at that.

Andrew

[LAUGHS]

Paul

Sorry. That’s interesting, go on.

Andrew

So really, once you’ve got over that- actually, I don’t know your business in
depth, which is what puts me in a good position to look at it impartially
and ask you the questions you won’t ask yourself… Then the difficulty, the
complexity of the conversation disappears, and they recognise that
actually, yes, that does help, asking the right questions to bring around the
right solutions and the right actions they want to take to achieve the
outcomes that they want.

Paul

So if I’m getting you right, you’re saying that the power, the strength is in
the questions and not in the guidance and advice?

Andrew

Everything is in the questions. You’re not guiding, and you’re not advising.
You’re not advising. They’re actually coming up with the majority of the
solutions themselves. They already know them, but don’t know how to ask
themselves the right questions in order to identify them. You’re not
advising.

Paul

You’re not advising. Suggest, would you make suggestions?

Andrew

Yes, you’d make suggestions. If you think about advising, you’d probably
then have to be seen as a shadow director, and you don’t want to get
yourself down that narrow path.

Paul

Sure, okay. So how’s it framed up in the client’s mind, as to what you are?
You’re clearly not a non-exec, you’re not going to call yourself an advisor.
Is there a label that they have for you or for this service?

Andrew

I think an accountant that is providing, and understands that the client
needs, additional support. So if it’s something that’s isolated, you provide a
service whereby you’re there to listen and support and cajole.

If it’s somebody that’s an entrepreneur, you’re there providing the service
to help them to get to where they want to be from a profit point of view,
or a value point of view.

Paul

Right, so in one sense you’re a shoulder to cry on, sounding board, mate
because they haven’t got any and they feel isolated in the business,
however you want to describe that, and the other is a stimulator for better
results?

Andrew

Yes.

Paul

Right, okay. Anyone got questions? Okay, I’ll carry on then. Please do
shout up. Right, so 118 clients, £300,000, 30 clients at its biggest and best,
but the £300,000 will also have added to that the accountancy fees. Is that
what you’re saying?

Andrew

Yes.

Paul

So the compliance with it, so when you look at it in the round, total fees at
its height would be more than £300,000. Maybe another hundred or
more?

Andrew

Yes, possibly.

Paul

Okay, just seeing the full numbers. So how do you start every meeting? Or
is it different every time?

Andrew

I was going to say that. To be fair, I don’t actually prepare for any of the
meetings, so… [LAUGHS].

Paul

Okay, [let’s understand 00:21:51] – 15 years, 118 clients… So the twist here is
we’re talking to Andrew who’s 15 years on, having done lots of it, and
therefore you can wing it.

Andrew

I don’t call it winging it.

Paul

No, I know, I know. But he’s winging it. In the early days, no prep?

Andrew

A little. I think what’s got to be established with this is that you’re not
actually providing advice. The prep is that you’ve had a quick look at the
overall BOPP resource, you’ve seen what the targets are, you’ve seen what
the actuals are, you’ve seen where the variances are and you have a little
think about what could have brought about some of those differences,
whether they’re better or worse. Beyond that, really, what prep could you
do?
The prep actually is that you may want to, if you’re new to this… But I’m
used to it so much now that I don’t need to. You may want to look at
where the variances are and think, right, what are the ten questions I’m
going to ask? That’s probably good prep.

Paul

That is the prep. If you can prepare ten, a dozen, twenty, five… A number
of questions that you think are the most appropriate based on the
numbers you’ve got once you’ve built them – and we need to cover that
off – once you’ve built a Business One Page Plan or a set KPI, essentially
that’s your agenda, isn’t it?

Andrew

Yes.

Paul

That’s the agenda, and we’ll put one up in a bit and run through that. So
there’s two phases, I think. One is about building the KPIs and the
conversation that identifies the right KPIs, and then there’s the ongoing
meetings which is revisiting the same KPIs, maybe adjusting, taking one
out, putting one in… So I just want to deal with the, how do you help a
client identify the right KPIs?

Andrew

Okay. We call this the initial setup meeting, so once we’ve had the
marketing meeting…

Paul

The free one.

Andrew

The free one, and we’ve talked through what BOPP’s all about and given
them a bit of an example… The way I tend to work that marketing meeting,
which is the one before the setup meeting, is that we’ll actually talk about
some of their goals and we’ll actually talk about some of the predictors

that we want to- that we will show [inaudible 00:24:07] on an ongoing
basis.

Paul

And this is in the free meeting?

Andrew

This is in the free one, and I’ll get probably five or six predictors in the plan
together with the goals and I’ll show them what it looks like. And
invariably, that is enough. That process, those emotional conversations that
take place, that is invariably enough to get them to commit on that.
Conversion rate from being in one of those meetings – once I’ve got
people to those meetings, conversion rate is 75-80%. It’s because they’ve
already got to a stage in their mind where they want to come and have a
chat, then having those conversations, they’ve gotten a bit emotional
because they didn’t really know where they wanted to be. They’ve
identified where they want to be, they’ve recognised they’re miles away
from where they want to be, and there’s a lot of work to put in in order to
get there. Then just demonstrating the simplicity of the process, that there
only needs to be a handful of measures on the plan, usually means that
they say, yes, I would like to give it a go.
So that’s the pre-meeting. In the setup meeting, we then build on that.

Paul

And this is meeting one that they’re paying?

Andrew

This is meeting one that they’re paying for. Well, when I say they’re paying
for it, year one there is five meetings instead of four if it’s quarterly, and
the price is the same as in year two. So they are getting a bit more in year
one in terms of that initial setup meeting process, but that’s absolutely
invaluable, and it builds everything for future years. It builds rapport, it
builds trust. So they are getting a lot more in year one.

Paul

So the extra meeting is the setup meeting?

Andrew

It’s included in the price, if you like. You could say it’s another freebie, but
it’s included in the price.

Paul

They’re paying by this point, they’re on direct debit, money’s about to start
or has started, and there’s a setup meeting.

Andrew

Yes. You know we said we were talking about where they want to get to,
goals and all that sort of stuff? In this meeting, we fine-tune that element
of it, but then we go back to, where are we now, what are the key
challenges, issues and problems? And then, working back from where they
want to get to, we then try and identify – we try to, we don’t always get it
right – we try and identify which key predictive indicators to put on the
plan in order to start tracking something to drive the results forward. And
that’s what the initial setup meeting is all about.

Paul

But at the free meeting, you’ve identified the KPIs-?

Andrew

At the free meeting, we’ve identified a sample of KPIs to give them a taster.

Paul

And in the setup meeting, you’re now going into some detail?

Andrew

We’re designing that, yes. And maybe adding a couple more in.

Paul

Okay, so the [inaudible] separate?

Andrew

Yes.

Paul

So what difficulties or challenges do you have getting the clients, the
business owners, to identify these KPIs?

Andrew

Well, there’s a raft of challenges there. It’s probably one of the most
difficult aspects of the whole process. Clients only want to track what they
can easily track, so they’ve got Xero or Sage or whatever, they’ve got a
CRM system or whatever they use for internal controls for things, and they
want to track stuff they’ve already got coming out of these systems. But
when we have the conversations, invariably, the things we need to track,
they’ve got no measures in place within the business in order to track it.

So the most challenging aspect of the whole process is to get the clients to
understand the importance of putting together a very simple but robust
series of systems in order to track three or four or five measures that need
to go onto the plan that they haven’t got systems in place for. And they’re
invariably the ones that are actually going to change – transform – the
business results.
So I call those robust underlying systems because, unless they’re robust,
what we’re tracking on the Business One Page Plan is not accurate. And if
it’s not accurate, it’s meaningless.
It’s a bit like what we were talking about earlier, results in your practice. If
you didn’t know exactly when you needed to do the work and who was
going to do it and how it was planned out, and you were guessing, then it
just wouldn’t have any meaning. So it’s exactly the same.

Paul

It’s the data, the detail. We’ll get into the detail not on the easy stuff that
you can track and measure, that you already get, we’ll get into the detail of
the numbers that really drive the business forward.

Andrew

Yes. I’ll give you a couple of examples there. We’ve got a company who
are industrial floor cleaners, and they work with the likes of Aldi and Lidl
and fairly big retail companies. Their biggest problem was that it took
several days, when a machine broke down at Aldi, for one of their
engineers to go out and fix it. And when they went out to fix it, invariably,
they didn’t fix it the first time. They didn’t have the right parts, or they
hadn’t been given the right instructions by the client as to what the
challenge was.

So we put two measures in on the BOPP, under the success predictors
section of the BOPP. One was the first fix ratio, and the other was the time
it took to fix. The client didn’t have that information to hand. They knew it
was a problem, they knew that invariably customers would complain that it
took a long time to get to them and then it wasn’t fixed the first time, but
they didn’t know the expense of it.
So we helped them build a very simple Excel spreadsheet, number of
customers, the dates, couple of formulas in there – which accountants can
do, so it’s not something that’s difficult for us to do. And we said, here we
are, get your admin lady to populate this every single day, and I’ll see what
it looks like. And it was horrible, it really was horrible. They were really
making a mess of it. It was over a week on average for them to get things
fixed, and about 70% of the time, it wasn’t fixed the first time.
Now, a few years later, about 80% of the time it is fixed first time, and it’s
fixed on the same day. So just putting those two measures into play in the
company made a massive difference.

Paul

Driven a load of action.

Andrew

Well, those are two things that they would never have thought of tracking,
and didn’t have a system to track. But it’s transformed the customer
experience for all their customers. Moments of truth.

Paul

So you or your team built this Excel file as an extra fee, or as part of the
Business One Page Plan?

Andrew

Within the £1,050 a meeting. It took a fairly junior member of the team an
hour to build it. I’m not going to charge for that, you know. Little bits like
that, if you can add those in because you’ve got the skillset within the
practice… It just adds to that relationship, building up the relationship. And
it feels very valuable to them, because they don’t have to do it.

Paul

Okay, so there’s the free meeting, identify four or five KPIs that you should
be talking about and how that might influence them to get from where
they are to where they want to be, which is also part of the free meeting.
Where do you want to be, where are you now, big gap, oh bugger. Find
KPIs that could help you grow your business or improve your business so
that you get to there, do you want to work with us in order to help guide,
cajole and influence?

Andrew

Yes. As simple as that, 100%.

Paul

And now we get to the setup meeting, now we’re drilling into detail
around their end goal, recording that, and we’re getting to the specific
details as to how to track and measure the five, seven or eight KPIs and
what they need to do in their business, what help you can give them, Excel
lists, support on that system or whatever. Do you ever have your team go
out to them to help them set stuff up, or has that not been necessary?

Andrew

Very, very rarely.

Paul

All right. And as a consequence of the setup meeting, you’ve got a
Business One Page Plan with a series of key predictive indicators in there
that can then be reviewed next time you get together in 13 weeks’ time or
whatever.

Andrew

Yes.

Person B

Can I ask, how did the problem on machines… How did that come out in
conversation? Was it something specific you asked?

Andrew

Yes. The first step is to ask about the goals, where they want to go. The
second step is, what do you think the challenges are in your business?
What problems and issues? And he said, well, we’re having a lot of
complaints about the time it’s taking to fix the machinery.

What’s great about it is, measure what matters most, measure what
matters to the customer. That problem is an issue with the customer, so

you’re asking a problem question about what’s getting in the way of you
and your customers working brilliantly together. That area is a hotbed of
high-quality information if you’re asking questions around, sort of, what
issues are you finding your customers are having working with you, your
team, processes, speed of things being done… There’s a whole raft of
questions, and that’s why reading the book is [inaudible 00:34:00].
It’s so bloody obvious, isn’t it? It’s like the apple hitting Newton on the
head, it’s absolutely obvious. But ask questions about the problems
between your client and their customer, and you’re probably in the right
territory to work out what KPIs need to be tracked and measured. Would
you-?

Andrew

I would agree. Good question, thank you.

Paul

Okay. So, free meeting, setup meeting, as a consequence of the setup
meeting there’s a live document, but we’ll get onto that in a bit. Then the
follow-up… Setup… so, we’ve got the KPIs. Any actions agreed at this setup
meeting?

Andrew

There might well be one or two things that come out of the conversation.
Over the years, this is all that we find initially. I didn’t get the right KPIs on
the BOPP for the client…

Paul

So you screwed that up.

Andrew

I screwed it up. I didn’t get them to put robust underlying systems in place,
so I screwed that up.

Paul

Screwed that up as well.

Andrew

And I didn’t record- I recorded all the actions and not all the strategic
actions, so I screwed that up as well. So I’ve learned from all that… Only
record the strategic actions, those that fundamentally transform the
business. Make sure you’ve got robust systems in place…

Paul

What do you mean by strategic actions?

Andrew

I’m meaning stuff that really is game-changing stuff. Don’t record stuff
like…

Paul

I’m going to cut across there. The question around the time it takes for a
piece of kit to be repaired, that’s not a strategic action, is it?

Andrew

Well, it will implement the overall strategic outcomes for the business, so
that’s where I’m coming from really. I’m not saying the action itself is
strategic. The actions are fundamental enough that they will help the
business owner get to where they want to be quicker.

Paul

Is that because the actions are connected to the KPIs, does that really
matter?

Andrew

Yes, that’s right.

Paul

All right. So the strategic actions – your definition is, the actions will
change one of the KPIs.

Andrew

The strategic actions, yes.

Paul

All right. Okay. What were you saying? I cut across you.

Andrew

And I can’t remember.

Paul

What was he saying?

Person C

That he was successfully screwing it up.

Paul

Oh, that’s right, yes. Masterfully.

Andrew

And quite [inaudible 00:36:24], in a way, because I spent a lot of time and
effort… So yes, I was recording all the actions, but not necessarily the right
ones. I got KPIs on there that weren’t the right ones, because I was being
influenced by my clients to record what they had available to record. And
in some cases, when I did challenge them to record [inaudible 00:36:50]
stuff, I didn’t get them to put robust systems in place to record them, so
some of the results were a bit flaky. So those three things are really, really
important.

Paul

Right.

Andrew

Make sure you’ve got robust systems to track numbers, make sure you
only record key actions. If there’s only two actions from a meeting, so
what? As long as they’re key actions. We’re going to get more value from
two really powerful actions than ten that are not [inaudible 00:37:17]… It’s
too much.

Paul

Which brings us on… Andrew and I wanted to have a conversation where
Andrew thought, you know what I want to do? BOPP and BOPP light. Do
you remember that conversation?

Andrew

Yes, I do.

Paul

What’s BOPP light? We’ll drill it down to less than a handful of numbers
that really, really matter.

Andrew

I can’t believe I was so naïve at the time.

Paul

As opposed to the 18 we were working on, and you were going to charge
less for the ones that really, really matter? He’s like, yes, yes. Hang on. Isn’t
that more valuable rather than less valuable, because we’ve actually put
the time and effort in to work it down?

Andrew

A lot more valuable.

Paul

So I think you threw that idea in the bin.

Andrew

I did. It helped, though, strategically.

Paul

So get this [inaudible 00:37:53]: Less is more. You know? The more the
numbers, the less action, the less focus, the less likely it is to work.

Andrew

Yes, I was chatting to Steve once and saying that some of the biggest
outcomes, some of the biggest uplifts people have had are when we only
track three measures. Because we’ve really identified what really is a game
changer.

Paul

Which connects with the Continental Airlines story where Gordon Bethune
walked in, it was another airline that was crashing and burning. He walked
in, threw out their (complex) balanced scorecard measuring system,
burned it in the car park, in fact. There was a lot of press around. Then he
installed three measures – lost luggage, so they tracked lost luggage. Does
that matter to the customer? Yes it does.
Arrival on time. Does that matter to the customer? Yes it does. And last but
not least was number of customer complaints, because that mattered. So
he wanted to drive lost luggage down, arrival on time up, and customer
complaints down. And those three measures transformed the results of the
business.
Okay, cool. Has anyone got any additional questions? Right. How about we
run through one of Andrew’s actual clients’ Business One Page Plan
[inaudible 00:39:30] stimulate… Again, this is going narrow and deep so
that you can see exactly what’s going on with the client as well as what
Andrew’s doing.

Andrew

Are we going to give out those first, or-?

Paul

Which one are we doing? Which one was on the top? Do the big one first,
which is that one. So you’re going to get two, all right? You’ll get a before
and after. Look at the dates at the top, you’ll see.

Andrew

The one with all the green on it is the after.

Paul

Do you want to start with the first one, Andrew, just to give an overview? Is
this their first BOPP?

Andrew

No. I’ll give a bit of backstory to this client, and then I can explain the
changes. This is a client I met at one of the events that Paul ran for us, so it
was a Business One Page Plan event. It was one of the really successful
ones, we had 80-odd people in the room, at a really nice hotel, and I met
these guys at that event in 2011. Off the back of that event, we’d organised
a call to action sheet that was offering people a free meeting they’d come
along to in order to find out more about the Business One Page Plan.
So these guys came along to that free meeting, and from that free
meeting we then did- we actually did a further… They were cold, we didn’t
even know these guys, so we then did the free marketing KPI setup one.
They agreed to come on board, and then we did the setup meeting and
went forward from there.
When I looked at the business and the financial side of the business, this
creative marketing agency were £196,000 overdrawn, and they had a
£2,000 overdraft facility. Turnover was less than £1,000,000, and the profits
were just giving the owner a basic living. They recognised that they had a
good business in a good area, they had some great clients and good
people, good team members. After nine months of working with them on
the BOPP…

Paul

How many meetings?

Andrew

That was three meetings. On the third meeting, they said, can you do our
accounts and tax and all that sort of stuff? So that was a really good
positive.
So what I’ve chosen to share with you is two periods, a before and after.
The first one is 1st of July 2012 to the 30th of June 2013.

Paul

So these are full year results.

Andrew

This is the results for a full year, and this represents a full year after I
started working with them. So I started working with them and did July
2011 to July 2012, and then this is the next year, the second full year of
working with them on the BOPP. These were the results.

Paul

So this is another four meetings further in?

Andrew

It is.

Paul

So this is the end of four meetings, plus three from the previous year.

Andrew

That’s right, yes. So does everybody know about the structure of the
BOPP?

Paul

No.

Andrew

No, you don’t? Okay, so the BOPP has five main categories. It’s got the
goals at the bottom. Now, on this particular client, the business owners
weren’t prepared to have their goals transparent to the people they were
sharing a plan with, so it doesn’t appear on this particular one. But that’s
fine.

Paul

But they’ve got them.

Andrew

But they’ve got them, and we knew what they were, and they achieved
them, too. The plan is broken down into four different sections beyond
that, which is success predictors, sales and marketing predictors, cost in
cash, and then key financials. Key financials and cost in cash, to a large
degree, are what we’re used to seeing as accountants. The other stuff, the
sales and marketing and the success predictors, are the most important
ones in the plan because they drive in key outputs.
At the bottom there, we’ve got sales and marketing, success. They’re the
leading factors on the plan, and then at the top we’ve got cost in cash and
key financials. They’re the lagging factors of the plan. Basically, what you
do at the bottom with the sales and marketing and success drives the
results at the top. So we always work from bottom up on the plan so that
we are focusing on the leading factors first which drive the results.

Paul

So if this is an agenda for the meeting, which it is, you’re starting at the
bottom?

Andrew

We’re starting at the bottom, yes.

Paul

Not at the top, which is a bit weird.

Andrew

Which is quite good, because I like to be [inaudible 00:45:57].

Paul

And therefore it’s different.

Andrew

And it’s quite important, that, because you’re starting with the goals, where
do you want to be, the success stuff, and then everything that goes with it.
Now, this is an early version of the BOPP for this creative marketing
company, so we haven’t really identified many success predictors at this
stage. The only one, really, because it was a people-driven business, was
their employee satisfaction. We probably should’ve had a customer
satisfaction as well at the time, but we didn’t, this is what we had. This is
what we were working with.
You can see there that the employees… The result was 7/10, against a
target of 8. Working up the plan, sales and marketing predictors, we had
the number of new clients won in the quarter with an annual GP of above
£10,000. Now, the reason why we did that is because we were trying to

bring in… Not just any new clients, but new clients that actually contributed
to the creative marketing company’s GP.

Person D

Can I ask a question? How are these figures collated?

Andrew

Ah, can we come onto that?

Paul

Yes, all right. Hold that question, just to make sure we… yes.

Andrew

So the reason why we were looking at clients that drove in £10,000 worth
of annual GP or more is because that’s the increase that we wanted for this
marketing company’s GP from each new client. So what we were looking
for was a handful of good quality new clients, not loads and loads of little
clients. That was the reason why that was an important measure.

Paul

Okay, so in this year they got a target of 1.3 of these. Is that 1.3 for the
year?

Andrew

That’s per month across the year.

Paul

And they’d [inaudible 00:47:54] reached 0.5 a month, not 1.3.

Andrew

Yes, so they won six new clients in that year.

Paul

Six new clients on that in the year, but they wanted six across…

Andrew

It’s about 15, something like that. And the average GP per customer, that’s
the average GP contribution that each of those customers were
contributing towards the company. So that number, we wanted to drive
that up as we brought new customers in that had £10,000 or more of GP.
That drove up that number, the average GP per customer.

Paul

Okay. So when you were in the fourth meeting with this document – as
we’re looking at it now, I’m guessing – how did this document influence
the conversation with your client which resulted in the client agreeing to
do certain actions which then drove the future forward?

Andrew

So we’d look at the targets and the actuals, where the actuals were below
the targets…

Paul

Well, choose one and let’s run through it.

Andrew

Let’s look at the employee satisfaction one. We’d have a conversation
around why it was 7/10 instead of the target of 8/10.

Paul

And how did they respond?

Andrew

So, invariably, there’d be a number of factors. I remember one particular
meeting whereby they were doing a big project for the biggest client, and
everybody felt really, really stressed and under pressure. So at that
particular point in time, there was one particular project that was taking
place that was making everybody feel uptight and under pressure. So it
wasn’t an underlying problem in the business, it was just at that particular
point in time because of that one project.
So sometimes, having the conversation around something like that doesn’t
necessarily mean that you have to change anything fundamental. Other
times, it’s been when there’s been an account director in charge of a
number of people who’ve been behaving inappropriately in terms of the
way they’ve managed the team. So then we’re right deep down into what
needs to happen. Sometimes the people who [performance managed out
00:50:08] as a result of just that target, so it can be really profound, the
difference just from having those conversations.

Paul

Right. So the difference between this at 7 and then on the other
document, which takes us to the end of ’16, looks… We’ve got employee
satisfaction, but we’ve got a different way of measuring it here.

Andrew

Yes.

Paul

What’s going on there? What’s the difference between the two?

Andrew

Three years later, we’d had a lot of conversations around employee
satisfaction over time.

Paul

Sorry, Andrew. Why is this 84.5, and this one’s 7?

Andrew

Right. Well, they decided, in their wisdom, that they wanted to measure it
as a percentage, which I don’t like, personally. I’d rather have it out of ten.

Paul

So it’s like 70% versus 84.5%, is what you’re saying.

Andrew

Yes, yes. So 8.45 in my money. But what I wanted to do was just… This is a
real client, I’ve just changed the name. I just wanted to show you it as it
was a working document, you know. In other words, these things aren’t
necessarily quite as refined as you might imagine. They don’t necessarily
need to be. I could’ve changed that so it was 8.45…

Paul

No, no, that’s cool. All right. So shall we choose another of the numbers
on here… I’m fishing for actions agreed as a consequence of what we’re
looking at here, because ultimately it’s the actions that result in the
business improving, isn’t it?

Andrew

Yes. Let’s go straight to something that’s an outcome, which is the
profitability.

Paul

Okay, so it’s not a leading indicator, it’s the ultimate lagging…

Andrew

Linked to – let’s have a look – the average GP per team member per
month. That’s probably the best one to use as the sort of guide.

Paul

As a reference point, right.

Andrew

So the average GP per team member per month in 2012, 2013, was £4,201
against a target of £4,420. Now, at that particular point in time, they
managed all processes with timesheets and everything was quite oldfashioned in the way that they ran it. I got them to read a book that you
got me to read, actually, called Absolute Certainty. Was it Haylock that
wrote that?

Paul

John Haylock, yes.

Andrew

It’s basically about ditching the timesheets and putting in different ways of
measuring the business. I think it was that one.

Paul

It’s a good little book, it’s [inaudible 00:53:04] printed.

Andrew

So I got them to read this, and they ditched the timesheet. And the reason
why that conversation and reading that book came about was by virtue of
just having a chat about the average GP per team member per month.

Paul

The fact that they were £219 off target was enough to stimulate a
conversation.

Andrew

Yes, because they were of the opinion that they could achieve a lot more.
And when we started to drill down into the timesheets, they said, well, we
know a lot of time gets allocated incorrectly because everybody just wants
to allocate time for their jobs, and we know that it’s inefficient. So I got
them to read that book, and as a result of that the average income per
team member three years later was £4,803.

Paul

Right, so although the labels changed, this is essentially measuring the
same thing, is it?

Andrew

Yes. This is a bit confusing, in a way, this one, because most businesses
would look at things relative to turnover. But with this particular business,
there’s a whole raft of direct costs – print cost – which they get about a 5%
or 10% mark-up on, which really affects the results. So what they do is they
take their turnover figure, take that print cost out, and it creates what’s
called a net income or a GP number. So all the measures have to be
compared to that GP number.

So where you see GP or net income showing up on here, it’s the
equivalent of turnover in any other business. It’s just that that adjustment
needed to be made for this particular business. But we didn’t recognise
that at the beginning, we started doing it based on turnover initially, and it
was only by conversation that that came about, that that was distorting
everything.

Paul

All right. So three years later, they’d added approximately £600 per
person.

Andrew

Yes, £602 per person per month.

Paul

So £600 times 12 per year.

Andrew

About £8,000 per person, and 30-odd of them.

Paul

So to some degree, salaries stay about the same, a few percent increase
each year over that period of time… £8,000 per person per year.

Andrew

So that was a fundamental change to that particular business.

Paul

Right. And that happened entirely because they took timesheets out?

Andrew

No, I would say not, but it was a contributing factor.

Paul

What other actions drove it?

Andrew

Well, there was a number of things. Let’s have a quick look at what we did.
For the timesheets we ditched, we focused on fewer, more profitable
customers. We put a programme of recruiting new businesses in place that
matched… We identified what the A and B customer profile were for the
customers, a bit like we do in practice, and then we put a simple
recruitment programme in place for new businesses that matched that A
and B customer profile.
Grew the business by referral, so asking good quality existing blue chip
customers… It was mainly referral within… Because they were dealing with
a lot of blue chip companies, they were companies within bigger groups,
so they got a lot of work from additional companies within the group. And
appointing key senior team members as account directors, and what that
did was it drove in a lot of passion and focus, because they felt like they’d
been promoted to senior. They weren’t [inaudible 00:56:54], but they had
the title of director and they were responsible for running a team.
So we also created the teams, which were then run by the account
directors. The account directors held weekly meetings to track progress, a
bit like you do in your practice. The business owners, because of this
process, realised they needed to become more effective delegators and
manage their time more effectively. They started to work more on
strategic stuff, working on the business.

Another big one was the account directors setting their own income
budgets. They set their own income budgets for the forthcoming year
client by client, month by month, so that they built up the whole forecast
for the forthcoming year on a client-by-client, month-by-month basis.

Paul

And these changes happened because you asked questions in the
meeting.

Andrew

All these changes happened as a result of asking questions using the
BOPP process. Not because I knew that these were the answers, just
because I was asking questions.

Paul

So there’s a number here, you drilled down, asked a few questions around
whether it would be [inaudible 00:57:58], average GP per team, worked
out one or two actions each meeting, and as a result turned this into a
very different business.

Andrew

And to be fair, this isn’t a particularly well put together BOPP. It’s not got
all the best BOPP measures on it, but it worked for them. So it’s not like
accounts where you’ve got to stick to a set format, you can put in there
what you want based on what you and your client think is the right stuff to
try in order to get them to where they want to be.

Paul

So June last year, then, they’re turning over £1,800,000.

Andrew

That’s the gross profit they get.

Paul

That’s the gross profit? Net income is [inaudible 00:58:45], so that’s profit,
right. Net profit, £701,000. Cash [in the bank] £500,000 compared with
cash in the bank of minus [inaudible].

Andrew

Or when I started with them, -£196,000.

Paul

So from -£196,000 through to £701,000.

Andrew

Profit, yes. No, -£196,000 was the… yes.

Paul

Sorry, the cash balance went from -£196,000 up to £508,000, £700,000.

Andrew

But a year later…

Paul

What, in ’17?

Andrew

Yes, in May ’17, their bank balance was at £762,000. The business
successfully completed a management buyout, and the owners retired
with a 7-figure sum. The key team they’d grown over the period of this
time, they’re the management now.

Paul

Right, so the original business owners that you worked with are now out?

Andrew

Yes.

Paul

Is this client now no longer a client?

Andrew

No, we’re now working with the new management team doing the BOPP.

Paul

Right, cool. Any questions?

Andrew

Shall we come back to your question now, then? Can you remember it?

Person D

Yes. From where were these figures collated?

Paul

Good question.

Andrew

I’ve thought long and hard about whether to put together a series of APIs
that would drag data from different systems, but it actually defeats the
whole purpose of what the BOPP process is.
There are a number of different systems on the market at the moment
whereby you can drag data out at Xero and you can create graphs and

data that can be interpreted, but BOPP isn’t about just creating data from
the financials. BOPP is about thinking about what will actually drive the
success in the business. So if you’re dragging data from the system, you’re
not actually thinking about what the correct measures should be on the
BOPP in order to get to where the business owners want to be.
So whilst I’ve thought about putting an API together, I think it would
encourage the wrong behaviour by all the accountants using the system.
Because there’s only a handful of numbers on there, I’ve decided over the
years that it’s better that this data comes from the various different
sources that the clients have in the business, plus the additional robust
underlying systems that we help them put in place that I talked about
earlier.
So your net income, net profit, bank balance…

Person D

That would come straight out of the software.

Andrew

Comes straight from the accounts, but I haven’t created an API and I’m not
going to, I don’t think. I do believe that would create the wrong behaviour.
It’s then aligning it with stuff that can just be dragged out of software into
something that’s not actually… This is about driving the results of the
business, not analysing data that’s already there. It’s about forward
thinking, not historical thinking.
So your number of full-time-equivalent chargeable staff… That’s how many
staff you’ve got on the payroll.

Person D

No, that’s easy enough. My question is how you measured employee
satisfaction. That’s the bit which I’m on.

Andrew

Okay. These guys are quite creative – well, they’re a creative agency. They
decided that they would have a very simple mechanism, and they would
do it on a Wednesday every single week. They would have stickers. They’d
have a smiley face, a straight face, and they’d have a glum face, and
people put on this board every single Wednesday – on a no-names basis –
the stickers. And it became fun, most people do it, so they get 20-odd
people doing it out of the 34 staff members they get, which is not a bad
number. And they then count them up and just do a weighted average. So
a very, very simple mechanism.
I have other clients that use survey systems, and Paul knows quite a bit
about this sort of stuff because you build survey systems.

Paul

Well, I built one, yes, but [one of them 01:03:20] ditched it. There’s various
apps now that you can use for this.

Andrew

But I would say probably don’t get too clever with it, just keep it simple.

Person 4

And I want to turn it around and see how you get to customer
satisfaction? What my clients are interested in is what their customer
satisfaction is.

Paul

And the best measure for that is net promoter score. If you drill down into
net promoter score, so if you think [inaudible 01:03:51] have transformed
what they do thanks to net promoter score, Virgin Media net promoter
score. Apple products net promoter score. The great and the good, in
terms of client satisfaction, use net promoter score.
And then it’s a case of working out how you take the, on a scale of 1-10
what is the likelihood of you recommending this, which is the question,
and helping your client get to a place where they can use that with their
customers. And you look at a [inaudible 01:04:21] with that, for example a
restaurant.
So while you’re having this lovely meal that you’re paying a couple of
hundred quid for, and someone goes, on a scale of 1-10 what’s the
likelihood of you recommending our restaurant… It doesn’t feel right, that,
does it? You know, maybe takes the edge off what would have been a
great customer experience.
But is there a creative way of getting to a place where a restaurant can
capture that? So, my daughter works in a very lovely bar-come-restaurant
earning money so that she can then start travelling round the world in
February. And on the way out the door, they’ve got a little machine, and
you just press a button as to how you feel, which is not dissimilar to the
smiley faces. I know Simon at Greenstones have got this machine, I don’t
know if it’s four buttons or five, but they just worked out some way to
capture ‘how was your experience’, and you know, green, amber, red.
Maybe net promoter score is inappropriate for a restaurant. For you and
your clients, I’d argue that net promoter score is absolutely what you could
be asking. But you know, there’s various email and app tools that capture

client feedback. So if you start looking, you’ll find them. If you’re in a
meeting with your clients, you know, what restaurant do you know is
actually tracking customer behaviour, or customer response? Oh, suchand-such. How do they do it? Why don’t you replicate what they’re doing?
I don’t like what they’re doing. I give them [inaudible 01:06:03]… So there’s
ways and means.

Andrew

I didn’t get [the naked one].

Paul

That’s only partly, and it’s me, and you don’t want to see that in context.
Drinking a beer over a barbecue, but good question. So client satisfaction,
team satisfaction, it doesn’t have to be anything complex. If it is complex,
it’s less likely to work.

Person E

Can I ask one question, going back a few stages? You said that you’d got a
lot of people in a room, and you basically marketed to them. How did you
get them in the seminar in the first place?

Paul

This afternoon, we’re going to run through how you market it, how you
sell it, how you price it, how you have a conversation in order to get them
to commit… So we’re definitely going to get to that place.

Person E

Okay.

Paul

Whether it’s using a simple tool like the Business One Page Plan, or a more
complex tool like Futrli or Spotlight or Fathom, which as you know Andrew
has referred to…

Person E

Fathom does some of this.

Paul

They’re more complex… There are huge merits in those products, there are
huge merits. I’m using this in my business, and I’m using Futrli to extract all
the stuff from Xero, because I’m on Xero. So when I go into my meeting
with my accountants every quarter, I’ve got the Futrli stats, I’ve got the
management accounts, and I’ve got the Business One Page Plan. And
there’s merit in all of them, but I’m probably overcomplicating things,
really. To a degree I’m experimenting with the ways and means of working
best with an accountant, so that can influence conversations like this as
much as anything.

Paul

If you’ve got 30 of these things running, you don’t know where you want
to go with it. Now, you won’t, you’ll [inaudible 01:08:48], and maybe…
People talk about setting up [inaudible] that they can transfer from one
client to another. Now, if they’re in exactly the same industry, that sort of
works. But actually, it defeats the power of the conversation. The setup
meeting is where you work with the client to get the numbers on the
BOPP so that it’s something that’s done together, and there’s merit and
value in the do-it-together piece.

Andrew

Yes, which is why you don’t want to come in backed with a piece of
software or an API, because then you’ll be tracking the wrong stuff.

Paul

On one level, it doesn’t look as though there’s any real effort, work or
value built in, because it’s just [inaudible 01:09:28]. But actually, that’s
irrelevant. What’s relevant is the interaction between you and your client
between A, building it, and B, revisiting it.

Andrew

And what’s quite amusing now is that I don’t actually populate any of my
clients’ BOPPs. Every single one of my clients populates them themselves,
so there’s a notification that comes from the system by email. They click
on the link, and they have 6 or 7 or 8 or whatever boxes to fill in. They put
their number or value or measure in the box, click save, and they’ve
populated it from the systems that we’ve talked about – the Excel
spreadsheet, the CRM, the management account. So they actually put
those numbers in themselves, and it takes them 5-10 minutes. So we don’t
even get involved in that, so you don’t need to process anything.

Person F

Most of the information comes straight out of various packages now on
the market, it’s just a question of picking the right one. I like using Fathom,
because it’s very comprehensive. But sometimes it’s about 22 pages, and I
have to find a way to translate that to about 3 or 4 pages, and I haven’t
found one.

Andrew

[LAUGHS]

Paul

You’ve got 60 minutes with a client, how many numbers do you want to
talk about?

Person F

Well, I’d like to show them the profit/loss, and how much [maintenance of
01:10:55] budget… I do the [management] accounts as well as indicators.

Paul

Yes, yes. And you know what, you’ll all do it in a slightly different way.
You’ll all take it and run with it in a slightly different way, but let me give
you the science of this, the science of habit. This is the science that
Facebook and Google use in order to build their processes, and it’s from a
study, and you’ve got near [inaudible 01:11:22] with this study on how
these companies get people addicted. Apple, as well. Why are we addicted
to Facebook, or Snapchat, or Twitter or whatever? It’s because there’s
something going on.
So the first thing is the trigger. If you remember me talking about the
science of habits, there’s the triggers that keep people in it, that gets you
going. At that point the trigger is meant to make action easier than
thinking. The next step is, get the individual client in this case to do some
work. It’s no longer easy, they’re actually doing some of the legwork. So
Andrew’s got his clients to populate… Whose BOPP is it now? It’s theirs.
Not Andrew’s, it’s theirs, and then ultimately there’s a result/reward, which
is if the reward [inaudible 01:12:19] in the meeting, the actions get done,
and then the results turn from £198,000 overdraft to £700,000 of cash.

So trigger, action easier than thinking, then let’s get to a place where the
client does some work. So when you start to look at the way Facebook
works, the trigger – it drops into your inbox, or the little icon is showing up
as ‘four people want to connect’, those little triggers are showing up. Then
it’s so easy to get sucked in, and all of a sudden you’re scrolling and doing
this and interacting… You’re actually participating in it. The reward is an
emotional, oh, I’m connecting with all these strangers that think [inaudible
01:12:55]. That’s my cynicism seeping through there, forgive me.
And that’s why another one of the reasons… Andrew’s accidentally
stumbled on this, habit [inaudible]. That shows up in Facebook and Apple
and Google and so forth.

Andrew

Bit lucky, aren’t I?

Paul

You were born lucky. Right. For this marketing company, you did quarterly
meetings?

Andrew

Initially, yes

Paul

Initially, and it’s- what do you mean, initially? So it started out quarterly…

Andrew

Started out quarterly, this one became monthly and it’s still monthly now.

Paul

So with the new owners, it’s still monthly. So with the new owners, it’s still
monthly?

Andrew

Well, actually it’s 24 times a year now.

Paul

Fortnightly? That sounds a bit intense.

Andrew

I’m actually seeing them fortnightly now, yes. Well, their growth curve’s
like that. So it started from a high point, and they’re going up there.

Paul

How much are they paying?

Andrew

It’s a bit different. You know the backstory, but I can’t share that.

Paul

Okay, fine. Nobody knows who it is, but that’s fine. I won’t push that any
further. Right, we’ll break for lunch at one o’clock, so we’ve got nine
minutes.

Andrew

Can I quickly share the other one, or shall we do it this afternoon?

Paul

Let’s go for it.

Andrew

This is my very first BOPP client. The reason why I’m sharing this one with
you is it’s really, really, really simple. There are just a couple of bits I
wanted to share on this one, really. Number one, this is the guy I’ve been
working with for 15 years. He’s not an entrepreneur, and really doesn’t
want to do a great deal in terms of growing the business, but he has
actually… In this period of time between March ’16 and March ’17, he has
actually increased the value of the business significantly and increased a
lot of the results significantly.
The other reason I wanted to share this one is just to show you that you
don’t actually need to use every single predictor, all the BOPP. Basically,
this guy, he didn’t feel like he needed any help with sales and marketing.
So we didn’t put any predictors ever on the plan, in the 15 years, for sales
and marketing. So that particular section of the plan is empty.
The reason I wanted to share that was because you don’t necessarily need
to have everything perfect from day one. Don’t think that it’s a perfect
[inaudible 01:16:58], if you like. You don’t need to necessarily have a
predictor for every single section when you start the process, because it’s
just about starting the process. Get the conversations flowing, ask
questions about the key stuff that you are tracking.
What we realised with this particular business was that he needed to get
more products listed in more wholesales, and he needed to create new
products for listing in more wholesales as well. We spent a lot of time in
the early days working on that, and by ’16-’17, you’ll see that all those
success predictors have disappeared. For that particular year, he wasn’t
bothered about new listings in wholesalers and new listings in major
customers, because he was actually working at full capacity. The machinery

they had, the equipment they had, they couldn’t do anything more than
what they were doing.
So ’16-’17, all of the actions were around improving the production
processes, and he actually bought a new Easter egg processing plant so he
could make more Easter eggs for rabbits. I know that sounds bizarre, but…
So that’s what he did in ’16-’17. So there were different focuses, all those
success predictors disappeared that year. Now we’re in ’17-’18, those are all
back in play again because he’s now got the machinery and the capacity,
so they’re showing up again now on the current year’s plan.
So it just shows you that you don’t need to measure that many different
things in any one given year, it’s just a case of focusing on key aspects.
And this is a very simple plan, so there’s nothing complex about it. We’ve
not done anything particularly clever with this business like with the other
one, so anybody could do this sort of thing without a great deal of
experience. That’s why I wanted to share this one. Have you got any
questions? Paul, you wanted to explain-?

Paul

I’m looking for something that… I appreciate some numbers have dropped
off, the investments in the new equipment… Which one of these drove
some substantive action because of the conversation you had with Dave
around one of these numbers?

Andrew

Well, actually, the gross profit percentage was the one that drove a lot of
action. He had a lot of products and services that the end retailers, for
example Pets at Home and the likes of them, wanted to stock. But he
realised that a lot of the stuff they were asking for, the margins weren’t

right from his perspective. He was buying in quite expensive product, or
packaging, or containers, putting his property into those and then selling
those on to Pets at Home with very, very tight margins. So because of the
gross profit showing up on there and having a conversation about it, we
realised that there was probably about 25 product lines that he needed to
discontinue. And between ’15-’16 and ’16-’17, he discontinued all of those
product lines.

Paul

But he’s only had a 1% uplift in gross profit?

Andrew

That’s the start- that’s just the following year, isn’t it, already showing up.
And it’s showing up even more now.

Paul

Is it? Right, okay. So the focus on the gross margin identified through a
series of questions, product lines where it was too close to the wire, and he
made strategic decisions to can those product lines, inform the clients, etc.

Andrew

And for all the product lines, sourcing supplies from cheaper suppliers, for
example China in some circumstances…

Paul

Cool, and that’s a conversation any accountant could have with any client.
Gross margin shows up in the KPI, in the Business One Page Plan, and you
agree actions. The client takes actions, you’ll [inaudible 01:21:11], and it
drives the performance of the business up.

Andrew

And the final reason I wanted to share this one with you is, you look at
this plan and the simplicity of it, and the simple conversations that are
taking place. This guy’s worked with me for 15 years, and paid me £1,050
for 4 meetings a year for 15 years. And he’s been happy to do that, yet the
process has really been very simple. And it’s a process that any one of you
could do with any one of your clients without getting into more complex
BOPPs and doing them more regularly. So it just shows the simplicity of
the process.

Paul

But his appetite for the process is because he feels isolated?

Andrew

For this, remember, he’s a sole director. He’s isolated, he has nobody else
to speak to, and I genuinely believe that if we didn’t have regular
meetings, he probably wouldn’t be in business now.

Paul

Right, because he’s not an entrepreneur, he’s just a guy doing a job?

Andrew

Yes.

Paul

Cool. Questions on any of the numbers, guys?

Person G

Do you purposefully switch around the order of everything? They’re all in
very different orders from one year to the next.

Andrew

No, it just happens. Good question.

Person G

When you look from one to the other, I’m looking at turnover and
thinking, it’s not in the same place as it was there.

Andrew

In reality, you’re never looking at one year and then another year. You’re
only looking at month on month, or quarter on quarter. What happens
with the BOPP system… That is a good question, because I can give you
this background to it. The way it was built is that every single year, when
you get to the year end, all the predictors are automatically elapsed, so
they’re no longer available to you.
The reason why we do that is you’ve then got to give some serious
thought to what you want to be tracking the next year. When you’ve given
some serious thought to what you want to track next year, you’re coming
up with a… Right, we’ll track that, we’ll track that, and you bung it all in
there. You don’t think about what order it was in the previous year, so it’s
just by virtue of the fact… It doesn’t matter, yes.

Paul

Entirely right.

Andrew

It would, it would vary year on year. But it’s basically because of that habit
that I want to drive in to encourage people to think about the predictors
each year, fresh, what really matters. Not just roll it on and say, that was

working okay, we’ll just do that. Really think about it. You’ll drop some
things out, put some new things in which will create more of an impact.

Paul

Do you ever change numbers during the year?

Andrew

I don’t like to change numbers during the year, I think it’s better not to,
but I have done in certain circumstances.

Paul

Why do you prefer not to?

Andrew

Because then it does get difficult to compare things in that same year.

Paul

Oh, so you’ve got narrower time windows in which to see change. Okay,
okay. Cool.

Andrew

Well, the system does give you flexibility for any time range for any of the
measures.

Paul

Okay, great stuff. So, grab Andrew at lunchtime… He’s staying for the rest
of the afternoon, aren’t you? We’re going to touch on marketing and
selling, how the same approach can be applied whether it be Fathom or
Spotlight or Futrli if that’s where your preference lies.

The goal here is as much to make you aware of something which clearly
works for Andrew’s firm, clearly works for most of 118 customers over 18
years, and see it working in other firms too. It clearly works for the clients,
and we’ll touch on marketing material which you can use yourselves for
other stuff if you want. So we’ll touch on sales marketing in terms of
exactly what Andrew does, and in a broader light, look at the quality of the
questions you ask in order to stimulate the conversation.
If you’ve got any questions after lunch about these, just fire them off.
We’re going deep on something which ultimately changes the quality of
the conversation with your clients, which is ultimately what they’re willing
to pay big bucks for if you get the service right. Thanks, Andrew, well
done.

