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There are many ways to describe the process of running a business and the transition 
from start-up to sale or retirement. One of the analogies that I like the best is that 
of a road trip spread over several years, where there are opportunities to make 
changes, progress, take wrong turns, possibly experience a small accident and finally 
to reach the destination. So, in this introduction to the Profit Plus Programme I will 
outline how the journey could work for you as one of my partners.

In the following pages, I am going 
to briefly run through the basic 
steps that together we will utilise 
to help you make a positive 
difference to your business.  

Firstly, can I make it clear that 
although I will be with you for the 
whole of the journey, you will be 
the driver, unless you choose 
otherwise, with your foot on the 
accelerator or the brake 
depending on your instincts. My 
role will be that of your navigator 
or co-driver, so that you can 
concentrate on the driving.

During the journey, you will get 
all the information that you will 
need; your speed, fuel levels, 
where the next filling station is, 
when an MOT is required and 
how long there is until the next 
turn off. My role is to monitor 
and feed you this vital 
information at the appropriate 
time and to modify the 
information to keep it relevant 
and reliable. Do you need to 
change the oil, tyres or are the 
brakes worn out? It might even 
be time to upgrade some of the 
vital par ts!

For many businesses the journey 
could be best described as being 
made in an old banger without a 
map! No direction, no zip and 
unfor tunately no way of actually 
reaching the desired destination. 
For others the vehicle is more 
akin to a small hatchback with a 
map from the 1980s – you may 
get there at some point, but it 
will likely take a long time with 
many frustrations along the way. 
The lucky ones are in a supercar 
with the latest GPS system and 
they will reach the destination 
with plenty of time to spare. 

Your business is currently at the 
star t of the journey and we will 
be there with you to make sure 
you reach your goals.

So now let us see how the 
journey will start…
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Aim for the sky, but 
move slowly, 

enjoying every step 
along the way. It is 
all those little steps 

that make the 
journey complete
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So, with our journey in mind, where exactly 
are you hoping to get to? What are you 
hoping will be the rewards from the effor ts 
that you will be making with your team?
Bear in mind that this journey will possibly 
take several years, perhaps even all the way 
to your retirement:
• Where are you hoping to get to? 
• What are you really hoping to achieve? 
• When are you hoping to reach these goals?
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WHERE ARE YOU
GOING TO? 
THE STRATEGIC PLAN

A saying that best sums up this 
part of the journey perfectly is:

“Begin with the end in mind”

Be honest with yourself, because if you have 
always promised yourself the life of Riley, 
endless holidays and a par ty lifestyle, then 
you are going to have to make the business 
work hard, which may mean the journey is a 
much longer one. 

But, if you are happiest pottering about on 
your allotment with the occasional evening 
out with friends and a week in Benidorm, 
then you may be able to find a shor tcut to 
your destination.

The first par t of the journey will be to decide 
what your strategic plan is. To clarify, what is 
your business here for? Where is the destina-
tion and when do we need to be there?

For example, is the journey 10 years, 5 
years, 3 years or 18 months?

Once you have thought about what you are 
tr ying to achieve, we will work together to 
make a fur ther medium and shor t-term plans 
so that we know, like a satnav, exactly which 
route you are taking to your destination:

• Strategic plans
• Medium-term plans
• Financial forecasts
• Cashflow forecasts

And finally, is your business plan closely 
aligned with your personal and family goals?

OUR PART
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A QUICK SERVICE
FACT FINDING

As with all journeys it is worthwhile making sure that your 
vehicle is in good condition before you set off. 

As your business is already up and running, 
this ser vice will be little more than a quick 
check under the bonnet, making sure that the 
tyres are at the right pressure, the oil is 
topped up and the washer bottle isn’t empty.

During the service we will be checking to 
make sure that everything is as it should be, 
all the right papers are in place and making 
notes of the things that we will need to come 
back to later.

And of course, at this point we are also 
looking for some easy win improvements. You 
don’t think there are any?

Many businesses, in fact vir tually all smaller 
businesses, rely heavily on the goodwill of 
their team and the skills of key members of 
staff. Many would fail overnight if only one or 
two key individuals left at the same time! It is 
impor tant that as we are going to star t on a 
journey, we make sure that everyone knows 
where we are heading and are all pulling in 
the right direction.

During this initial period, we will be getting 
to know everyone on your team, the skills 
you have on board and possibly more 
impor tantly, the additional skills you could do 
with possessing. 

Being busy does not always 
mean real work. The object of 

all work is production or 
accomplishment and to either 
of these ends there must be 
forethought, system, planning, 

intelligence, and honest 
purpose, as well as 

perspiration. Seeming to do is 
not doing 

Thomas A. Edison
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TOP UP THE TANK
GENERATE EXTRA FUNDS

On long trips most people like to make sure that the tank is 
filled up by going to their local filling station. And one of the first 
things that I will do for you is to start topping up your financial 
tank for this most important of journeys.
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And as you would expect, there is no great secret as to how we do this.  We star t by building a 
simple and easily understandable dashboard and one-page plan for the business. Then, we bring 
in small system improvements to tighten up those areas that should help to put a little bit of 
extra fuel into your financial tank.

At this point, after only a few weeks of work-
ing together, you are on the road. You will 
have a much better idea of where you’re 
going, when you need to arrive at your desti-
nation and your business will be working a 
little better after the service and with a little 
extra fuel in the tank. 

It is now time to start the real work!

What areas will we be looking at?
• Stock
• Debtors
• Creditors
• Expenses

Do you really need all your stock?
Do you have redundant stock that just needs to be sold?
How is re-ordering done?

STOCK
Are orders placed efficiently?
Have you negotiated the best terms with suppliers?
Do you pay suppliers too early?

CREDITORS

Do you have appropriate controls over expenditure?
When were significant contracts last renegotiated?

EXPENSES
What are your bad debt levels? 
How do you collect your money? 
Could you use your debtors’ ledger to fund the 
business?

DEBTORS
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The fact is that one of the earliest 
lessons I learned in business was that 
balance sheets and income statements 

are fiction, cash flow is reality”

Chris Chocola
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Modern cars often have multiple different 
settings depending on how you want to 
drive, but in truth most drivers will find the 
one they like most and will never change the 
configuration until the day they sell the car. 
Some people will leave theirs in the factory 
default mode for its whole life! Your business 
cannot be like this.

• What does the plan say we need to do? 

• Do you need to increase the pace?

• Or do you need to simply start to improve                    
the quality of the ride?

There are few concepts in business so 
universally appropriate as ‘constant 
improvement’, sometimes referred to as 
‘Kaizen’, a Japanese term.  

We see it all around us in successful businesses, 
although very few companies really take it fully 
to hear t.

Many businesses continue to do what they have 
always done with only a few minor changes and, 
as you would expect, get the same results as 
they always have.  Those that truly succeed are 
nearly always doing things differently or are 
looking to constantly get better results.

Just think of all the innovations in practically 
every industry over the last 30 to 40 years. 
Communications is probably the best example, 
where we have gone from some people not 
having a telephone at home to almost everyone 
being able to communicate with vir tually 
anyone else on the planet at any time. 

Whether this is ultimately good or bad, the 
level of innovation and change is truly 
remarkable. 

Could this happen in your business?

As I star t to work with you, I will fur ther 
develop the ideas of constant improvement 
right across your business and work with 
your team to reduce waste within your 
processes, speak to the people who know 
how things actually work to find out how to 
make your process more efficient, whilst 
strengthening controls.

Tools such as process flow analysis are often 
seen within manufacturing companies, 
however they are equally appropriate to 
service industries. The primary goal is to 
eliminate waste, bottlenecks and delays to 
ensure that the company is as efficient as 
possible.

The first reaction of many people is one of 
reluctance – they feel they do not need to 
change at all and that any improvements 
would only result in minor increases in 
profitability.  This is rarely the case, but of 
course I will be looking for the big wins for 
you in the first place.  

CONSTANT 
IMPROVEMENT

OUR PART

TUNE UP
MAKING WHAT YOU HAVE WORK BETTER

The next step in the journey is to start to tune up what you 
already have. 
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We have a client where the cost of a deliver y 
or return is around £6.50, with deliver y 
costs in the region of 6% of turnover. There 
are around 5 problems with deliveries a day, 
which the company claimed to be an 
affordable £32.50 per day or around £7,800 
per annum.

One member of the warehouse picking 
team was known to be fast, but inaccurate.

This problem was much larger than just the 
additional deliver y costs. We identified the 
following:

As you can imagine, when all this wasted time 
across the company was considered, it brought 
the true cost to well over £30,000 per year 
and the problem was big enough to change 
procedures and implement improved systems.

Customer services time spent with ‘the complaint’

Lost time when customers then complained 
again to the sales depar tment

Costs associated with getting the wrong goods returned

Costs of delivering goods for a second time

Staff cost to repick stock items

Staff costs under taking additional stocktakes

Staff costs to book returned goods back into the 
system

Accounts depar tment time spent crediting and 
re-invoicing goods 

Lost goods claimed not to be delivered

-

-

-

-

-

-

-

-

-

Customers knew the orders were frequently 
incorrect and therefore may have invented 
errors

-

Customer satisfaction fell as vital orders failed to 
turn up on time and alternative suppliers were 
used

-

Stock accuracy was poor meaning losses were 
almost unidentifiable

-

Low morale as sales staff were frequently dealing 
with disgruntled customers

-

And there are other costs which are far 
less tangible and harder to quantify:

WHY IMPROVE?

THE PROBLEM:
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TUNE UP (cont)
MAKING WHAT YOU HAVE WORK BETTER

The next step in the journey is to start to tune up what you 
already have. 

A customer is the most important 
visitor on our premises, he is not 

dependent on us. We are 
dependent on him. He is not an 
interruption in our work. He is 
the purpose of it. He is not an 
outsider in our business. He is 

part of it. We are not doing him a 
favor by serving him. He is doing 

us a favor by giving us an 
opportunity to do so.

Mahatma Gandhi
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THE ENGINE
YOUR TEAM

On your journey you will be constantly using 
the engine to get to your destination. As you 
know, every engine has a sweet spot where it 
works best. This is where the power works just 
right or perhaps just as well as could be 
expected.

The great thing about cars is that the engine is 
connected to a gearbox, which means that the 
engine can work at the same speed, but the 
vehicle can achieve varying speeds including 
reverse. As you implement improvements, the 
speed of the business will increase – 
unfor tunately, when it comes to the people 
that work in your team, there is no gearbox to 
shift to a higher gear.

This is one of the problems of growing your 
business or perhaps of it just going a bit faster. 
Some par ts of the engine just cannot run at 
the required pace. 

A big par t of constant improvement is to make 
sure that the team are always being trained. By 
teaching them new skills people are able to 
cope with changes as they inevitably come 
through the system. With higher skill levels 
come fur ther ideas for potential 
improvements.

However, some par ts will star t to break down. 
It is impor tant to identify problems early and 
suppor t the individuals experiencing these 
issues. These may be people who were once 
the stars of your show when just doing the job 
was what was needed, but over time their role 
will change as improvements are implemented.

There may even be some people with jobs 
that were once central to the business that 
now vir tually cease to exist.

For example when we worked with a firm 
of solicitors to introduce a paperless office 
system they found that three filing clerks 
were now no longer needed. Documents 
were simply scanned and instantly available 
to everyone, where previously the clerks 
had been kept busy filing papers, creating, 
finding and replacing files in the system.

With your engine running faster, it is also 
vital that we identify where the bottlenecks 
and pinch points are so that your processes 
can run smoothly without delays creeping in 
and to avoid management by crisis.
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Selling new products to existing customers-

Selling more of the same products to existing 
customers

-

Selling more often to the same  existing 
customers

-
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FUEL AND
LUBRICATION 
MARKETING

Up to now we have assumed that your vehi-
cle is running well, and it can go as fast or as 
slow as we need it to.

This of course isn’t quite true; if it was then 
everyone would simply star t a business and 
make a for tune. So, whilst we are looking to 
make everything work as well as it can, we 
will also need to star t looking at the type of 
fuel that is being poured in.

Are you using diesel when rocket fuel is 
required?

If there is one area where most business 
could really make a big difference it is in their 
marketing effor t.

How often do you hear people say that most 
of their business comes from repeat custom-
ers? This is brilliant so long as these custom-
ers are spending more with you each year 
and that your new customers outweigh your 
lost customers. In this situation you will often 
find that the business is trundling along with 
no clear goals.

Marketing is a key focus for all businesses 
that are moving forward with real purpose. 
Yes, you can grow organically by:

But unless your customers have an insatiable 
appetite for your products or are also growing 
quickly themselves, it is likely that only by 
diversifying your sales will your results 
consistently show long term growth. Do not 
misunderstand the logic, it is reckoned that it 
costs around 10 times more to get a new 
customer, so you need to protect your existing 
customer base at all costs, but marketing is the 
only way to grow your business.

Many people wrongly believe that 
MARKETING = ADVERTISING 

For smaller businesses using adver tising as 
their main form of marketing is a blueprint 
for disaster. Increasingly, there are low cost 
alternatives which can be far more effective. 
And with the advent of the internet, 
LinkedIn, Twitter and Facebook, it is possible 
to target your market far more precisely than 
it has ever been before.
One of the truths of business is that if no 
one knows you are there, they will definitely 
not buy from you. If you remember back to 
when you star ted your business, you would 
have told everyone you knew, and some that 
you didn’t, what you were up to because you 
understood that you needed to let people 
know. Over time, we lose that focus as we 
become settled in our ways or become too 
busy working in our businesses.

To add a bit of rocket fuel to your 
business, we will definitely be reviewing 
your marketing strategy. 
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The most obvious and tangible example 
would be when you move to a new larger 
factory unit.

A client had gradually outgrown their 
accounting software package and the 
limitations of the system only became 
apparent as the company was approaching 
those unknown limits. As they expanded, 
the accounts department kept control of 
the business by implementing manual and 
spreadsheet-based systems. Eventually, it 
become obvious that the system needed a 
major upgrade to something much better.

The problem with upgrades is that they tend 
to be costly, disruptive and take a lot of time 
to manage. An upgrade to your software 
package is likely to include a new server, 
extensive training and with these there is 
likely to be disruption combined with lots of 
other bits and pieces that you could never 
have thought of without previously going 
through a similar process. We will use our 
experience to smooth the process.

Remember – Upgrading allows you to 
increase the speed that you are moving 
towards your goals.

UPGRADING
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Over the years cars have been transformed, and 
even those that retain the same name, such as 
the VW Golf, now only bear a passing 
resemblance to the original. And this in some 
ways is the final part of the process to move you 
towards your goal that was set out at the start of 
the journey in your strategic plan.

As you have moved forward, there will have been 
changes implemented in many aspects of your 
business. These will primarily have been more 
cosmetic, certainly to the outside world, with 
improvements in the way that you have 
approached the business down to your new 
constant urge to improve.

You will now have a business that is evolving and 
with that evolution you will need to start bringing 
in new parts in order that the improvements can 
be continued.  Systems that may have worked for 
years will start to creak and you will need to plan 
to replace them. Or perhaps a machine that was 
once the state of the art has reached capacity 
and will need to be upgraded.

Of course, upgrades need to be planned and the 
further ahead they can be foreseen the better. 
Some are easy to identify; if maintenance costs 
start to rise it soon becomes obvious that an old 
machine is on its last legs, but others will be 
preventative to allow you to seamlessly continue 
your progress.

Upgrading is best where there is time to 
prepare and often occurs when there is a 
step change in the business as it outgrows 
what has gone before. 

UPGRADING THE
PARTS 
CHANGING WHAT YOU HAVE

After you've done a thing the same way for 
two years, look it over carefully. After five years, 
look at it with suspicion.  And after ten years, 

throw it away and start all over.

Alfred Edward Perlman
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By getting everyone to think that par t of their 
job is to make processes more efficient, faster 
and accurate, your workforce will continue to 
transform your business. Why is this important?

A garden centre client had purchased the 
best stock and EPOS system on the market. 
This was a huge investment in software and 
hardware. However, in reality it was only used 
as an expensive till system. Nobody oversaw 
the stock control part of the system, so it was 
neglected, inaccurate, unused and unusable!

By motivating the staff to believe that the 
system was important, we started to improve 
how it was used. Within 18 months, the 
business was sold partly based on the stock 
valuation.  The buyer, who had acquired 
similar garden centres before, was expecting 
to write down the stock by up to 40% or 
£375,000. After the stock count was 
completed, the system was found to be 99% 
accurate for both quantities and prices and 
no write downs were made. A huge bonus for 
the owners, which was all down to a change 
in attitude of the team throughout the store.

At the star t of the process, improvements are 
easy to find, but as we move forward the gains 
are likely to be smaller and it is necessary to 
identify those that will have the biggest effect 
and the cost of any implementation, so that 
time is not wasted on inefficient projects.

How do we make a better widget?-

How do we get more out of the warehouse 
without hiring any more people?

-

How can we process this paperwork better?-
Why do we do this like this?-

A WORD OF WARNING

OUR PART
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At this point, it would be easy to step back 
and rest on yours laurels.  After all, you will 
have made considerable progress in a 
relatively shor t time and possibly already 
have transformed your operations.

The business world is full of short term 
improvements!

If you have tuned and upgraded your vehicle 
it will still need servicing and tuning to 
maintain optimum performance. If fact, we all 
know that high performance cars need much 
more looking after than your average family 
run-around. However, with the right people, 
skills and culture, this tuning process 
becomes the norm!

Mention constant improvement to many 
businesses and you will hear how it was great 
when they did it last year, but things have 
gone back to normal now. 

We will help you change your culture to one 
where getting better is what everyone 
expects. 

We will be working with your staff to make 
sure that constant improvement is ingrained 
into everything you do:

REPEAT
IMPROVEMENT NEVER STOPS

Excellent firms don't believe in excellence - 
only in constant improvement and constant 

change - Tom Peters
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THE FINISH
DO YOU NEED TO BE THERE

Your vehicle will be very different from the 
one that you were running at the star t of the 
process, perhaps unrecognisable, with your 
constant rounds of upgrades, re-tuning and 
constant improvements as you have sped 
towards your final destination.

As I have written this introduction, I have 
assumed that your destination would be a 
sale to a buyer that lets you sail off into the 
sunset of retirement. Of course, this is not 
necessarily the case and there are lots of 
potential ends to the story, however there is 
one decision that you will need to make. 

ULTIMATE UPGRADE
Perhaps the ultimate upgrade you may need 
to make is to replace the driver. If you are 
leaving, you are going to have to allow 
someone else to run your business! You 
could employ someone who could run the 
business better than you and stay on as 
chairman, step down to allow a member of 
your family to take over or more likely, sell to 
a buyer.

Businesses are much more valuable when no 
one is indispensable. One way or another as 
you near the end of the journey, we will need 
to have evolved and improved the business 
to the point that your management team are 
able to run the business with minimal 
guidance from you, so that when you let go 
of the steering wheel someone can take over 
and set the GPS for their own destination 
without any problems.

All organizations are 
perfectly designed to get the 
results they are now getting. 
If we want different results , 
we must change the way we 

do things.
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Initially, we would have an informal meeting to 
discuss your business, your aspirations and what 
you feel are the barriers to achieving those 
dreams. At the same time, I will tell you about 
me and how I think that I can help you, as well 
as the experiences and knowledge that I 
already have. This is going to be a long 
relationship, perhaps with some uncomfor table 
moments, so we need to get along, like, trust 
and respect each other. 

From this first meeting, we will arrange to meet 
again at your business within a week or so to 
make sure that we have a shared vision of the 
process. What you are expecting to happen, 
how we are going to introduce the process to 
your team and perhaps for you to flag up the 
burning issues that you never seem to get time 
to sor t out yourself.

We will then arrange a start date.

The great difficulty when deciding to push your business forward is how you can make sure that 
you will get good quality, relevant and reliable advice at a reasonable price. You rightly will have 
concerns that people who give advice don’t always seem to want to get involved, roll up their 
shir t sleeves and actually get on and help. Too often they ‘talk the talk’ but seem to stumble 
when it comes to ‘walking the walk’. 

Our Profit Plus Programme is all about involvement and being there to suppor t, assist and get 
things done for you in difficult times and celebrate your successes when they come.

I need to be par t of your team and get to 
know their personalities. I find that the best 
way to achieve this is to be on site at your 
premises on a weekly basis and to be able to 
remotely access your systems, so that I can 
monitor progress and prepare for my next visit.

There will be times when my input will rise, 
perhaps as your team are star ting a new 
initiative or we are working in depth analysing 
a par ticular aspect of your business. At other 
times my presence may be less visible. 

However, I always expect you to judge me 
by the results and improvements that you 
are seeing.

To start on your journey with me, Brian Russell, 
call me on 07957 881189. 
Or email: brian@profitplusprogramme.co.uk

Until you start working with me there is no 
obligation in any way. 

HOW DO WE GET
STARTED? 

WHAT COMMITMENT
ARE YOU GOING TO GET
FROM ME?

LETS GET STARTED

START THE
JOURNEY WITH ME

The biggest risk is not taking any risk... In a world 
that is changing really quickly, the only strategy 

that is guaranteed to fail is not taking risks.

Mark Zuckerberg
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Brian Russell is an experienced business development professional that has 
worked in a wide range of business sectors. His career has taken him to 
businesses as large as ABB Power Generation and PWC, through to micro 
companies including his own shoestring start up, and moved through the 
manufacturing, wholesale, retail and service sectors. Along the way he has been 
an employee, manager and business owner and has learnt many valuable lessons.

Originally from South East London, Brian moved to the Nor th East when his father took 
a role at engineering firm AAF in Cramlington. The family moved close to Newcastle 
Airpor t and after attending the local High School, he went on to Newcastle Polytechnic 
before qualifying as a Char tered Accountant with Tait Walker, then a small provincial firm.

After several senior roles in and outside the profession Brian bought a business that 
manufactured and fitted kitchens before returning to the accountancy practice, star ting 
up from scratch operating from his back bedroom. 

Although this business now provides over 120 clients with general accountancy advice 
ranging from bookkeeping to corporate finance, Brian has always had a wish to be 
heavily involved with a small group of businesses, becoming par t of the team, par ticular ly 
within firms that add value to products. As he says, “there is nothing quite like a factory 
with noise and sparks flying to remind you of the thrill of business”.

Outside of work Brian is a family man who has a keen interest in spor t having captained 
Nor thern FC and represented Nor thumberland at rugby during the late 80s and ear ly 
90s, as well as being a decent golfer. Harking back to his ear ly days in London, when his 
grandfather tried to steer him away from rugby, he is a lifelong Crystal Palace suppor ter.
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