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OWNER'S VISION? 

Every business needs to be steered towards the "Owner's Vision". 
 
Most Business Owners either start up or buy a business so that they can... 

Create a better life for themselves and their family. 
Make more money. 
Have more free time. 
Utilize their skills. 
Work for themselves instead of others.  
Do something they are passionate about.  
Have the personal freedom to do what they want, when they want.  
Build an asset.   

 
However, what many Business Owners are saying is... 

It's taking longer than I thought it would. 
It's harder than I anticipated.  
 

It's actually costing me money.  
There are more ups and downs than I planned.  
The money's not great for the effort I'm putting in. 
The staff issues are on-going. 
I'm always busy and often stressed. 
I have to fix most of the issues myself. 
I feel quite alone and isolated. 
I don't really have anyone I can turn to for help. 
I feel like I have a good business, but need some new ideas to take it to the next level. 

 

So what happened to the dream? 

In many cases, the owner of a business starts out as a "technician", being highly skilled in a certain field, product or service. As 
the business grows the owner needs other skills that they may not have.  

 

Over time the business moves from being a profitable small operation to a larger one that either loses money, or only pays basic 
wages to the owner, with no additional profits or dividends. In many cases the owner often has to dip into their home equity or 
borrow on credit cards hoping that tomorrow will be better. Without a clear understanding of all the principles that make a busi-
ness successful, the financial situation often doesn't change and the business just drifts from year to year.- 

 



WHERE DOES 

YOUR BUSINESS FIT? 

Rescue, Improve or Grow? 

5% of owners receive generous salaries.  Business pays large dividends.  

Owners work on the business, not in it.  This is a very valuable business. 

 

20% of owners receive generous salaries but no dividends.  They work in the 

business.  This is a low value business. 

 
40% of owners receive a very low paid salary, with no dividends.  They have 

a high mortgage as the business continually needs cash.  No value in busi-

ness. 

 
35% of owners receive no salary or dividends, they live off the equity growth 

in their home.  The business loses money, it has no value. Imminent failure. 

From the above diagram, you will have an idea of where you are on the triangle. Do you feel like a WORKER, OWNER or DIRECTOR 

in your business? Your answer to this often reflects whether you are in Rescue, Improve or Grow. 

 

 
  If in Rescue, then:   If in Improve, then:   If in Grow then: 

    

RESCUE 

    

IMPROVE 

    

GROW 

  You feel like the WORKER in your 
business. 
Not earning enough money – 
sometimes having to put money in. 
The business is basically you. 
Most time spent working IN the 
business putting out files. 
FOCUS:  Juggling cash. 
  
The business requires immediate 
attention with a number of strate-
gies required to release cash into 
the business. 
  
Profitability needs to be estab-
lished and fixed first so that the 
business can be stabilized before 
it’s too late. 

  You feel like the OWNER in your         
business. 
Makes money but not reaching. It’s 
potential. 
Well established business. 
You’d like to have more time to work 
ON the business. 
FOCUS:  Stability and staff. 
  
Often there is significant “latent profit” 
in the business that should be adding 
to the income being made by the 
owner. 
  
The options then become available 
To properly strategize the growth 
path of the business and work on all 
the critical areas to make it success-
ful and more profitable. 
  
  

  

  You feel like the DIRECTOR in 
your business. 
Makes good money. 
Excellent cash flow. 
The team is running the business. 
You have time to work ON the 
business. 
FOCUS:  Strategy and Planning. 
  
Opportunities exist to take the 
business to the next level.  The 
right strategy needs to be devel-
oped with a clear plan, proper 
management and implementation 
across all areas of the business. 
  
Many businesses lose profits and 
slip backwards from grow to im-
prove. 
  



 

 

Strategic Elements (Planning) 
 

The "Strategic Elements" (green) are where the owner 

works ON their business starting with a clear path for 

growth towards their vision. The strategy needs devel-

oping to take the business towards its vision. Getting 

the rest of the business on board is achieved by en-

suring the structure and culture is aligned to this new 

direction. This planning process will change the way 

the day-to-day activities are approached and im-

proved. Without time spent on the Strategic Elements, 

businesses tend to get bogged down in the day-to-day 

running and do not achieve their growth potential. Not 

only is the owner unclear on how the business will 

grow, there is usually no plan that spells out to the 

staff where the business is going and the role they will 

play in getting it there. In this scenario, the owner finds 

themselves fighting fires rather than pro-actively grow-

ing the business.  

 

 

 

               Operational Elements (Day-to-Day) 

 

This is the day-to-day running of the business that 

takes up most, if not all, of the owner's time. The Op-

erational Elements are where the Business Success 

Program’s unique "Business Diagnostic" will find strat-

egies to increase the income the owner is taking out of 

the business.  

This can be quite substantial if the business has been 

operating for a long period of time. 

THE BUSINESS TRIANGLE 
 How should a successful business be put together? 

 

Most owners start their business with a product or service (at 
the base of the triangle) and they find customers to buy them 
e.g. using word of mouth and yellow pages. Once these sales 
and marketing tactics have established the business, the own-
er finds they need to manage their finances as expenses and 
wages start to eat away at their profits. This is when the own-
er needs to start controlling all areas of the triangle other-
wise the business will start controlling the owner.  

Because most owners start as a "technician" in their busi-

ness, the focus is usually on the day-to-day operational ele-

ments (red areas). Often this leaves very little time to plan for 

growth by working on the strategic elements (green). 



BUSINESS 

DIAGNOSTIC 

What income should you be able to make out of your current business? 

 

Many businesses have a reasonable turnover, but most of the money that comes in the front door gets spent out the back door.  
Every business owner has the opportunity to put more of this money into their back pocket. To do this, they need to know where the immedi-
ate opportunities for increasing income are and the dollar value of what they are worth.  

The Business Diagnostic identifies where the opportunities are for additional income across 11 core areas of you 
business. We call this profit leakage. 

our overall results broken down by these areas... 

The difference between the income you currently make from your business compared to what you want it to be can be referred to as "Profit Leakage 
or an Income Gap". The Business Diagnostic assesses the ability of your current business to close this gap.  
 
The Business Diagnostic looks at 11 key drivers that determine the "Income Potential" that your business should be able to provide you with.  

Personal Vision 

Business Vision 

Strategy 

Structure 

Culture 

Products and/or 

Services 

Marketing & Sales 

People 

Systems & Pro-

cesses 

Expenses 

Finances 

$?? 

$?? 

$?? 

$?? 

$?? 

$?? 

$?? 

$?? 

$?? 

$?? 

$?? 

BUSINESS AREA RANKING VALUE 

OVERALL PROFIT LEAKAGE $?? 



STRUCTURE DEVELOPMENT 

The design of the or- r  

who does what. 

CULTURE DEVELOPMENT 

Contented motivated people drive 

a business. 

PHASE TWO PHASE THREE PHASE ONE 
Strategic business planning 

VISION DEVELOPMENT 

Personal goals/ vision  

Business goals/ vision  

Every business needs a  

destination/ vi- 

STRATEGY DEVELOPMENT 

The roadmap to reach your 

destination/vision. 

Operational business planning 

weekly meetings 

BUSINESS SUCCESS PROGRAM 

8  weeks  → ongoing  → 
bimonthly meetings 

PRODUCTS and SERVICES 

What a business offers to its 

customers/clients. 

MARKETING and SALES 

The activity of selling products 

or services. 

FINANCES 

The lifeblood of a business. 

PEOPLE 

A businesses most 

Important asset. 

SYSTEMS and PROCESSES 

Essential to make things run 

smoothly and efficiently. 

Ongoing performance management 

MONTHLY 

IMPLEMENTATION SESSIONS 

Implementing the business plan to 

achieve the vision. 

MONTHLY MANAGEMENT 

MEETINGS 

Reporting & measuring progress. 

GROWING THE BUSINESS 

If a business is not growing 

it is dying. 

MAXIMIZING PROFIT and VALUE 

Business benefits from the additional 

profits being made. 

ADDITIONAL SERVICES 

Activities to super charge your 

business into a valuable asset. 

THE BUSINESS 
SUCCESS PROGRAM 
The Business Success Program provides a structured framework to deliver the income you want 
from your business. The Business Success Program has been designed to positively transform any 



DELIVERING THE 

OWNER'S VISION 

Here's how the Business Diagnostic and the Business Success Program deliver 

the Owner's Vision. 

81 % 

19 % 

Turning the Red to Green  

Through identifying your income potential and implementing growth better under-
standing of where your business sits in the business triangle and how to build a 
plan that takes your business into the top 5%. 

Through identifying your income potential and implementing a clear business 
growth plan growth plan, your business will start to move up the Triangle. 

With the right plan, everything changes:  

 

You make more right decisions and less of the wrong ones 

You have a clearer direction of where you are going 

You are more accountable 

So your Team is more accountable 

So your Business is more accountable 

Your Business provides a better lifestyle for you and your family 

It grows into a valuable asset 

5 % 

20 % 

40 % 

35 % 



CASE HISTORY #1 
Bob's Bakery Holdings 

 THE PROBLEM 
Bob was an apprentice baker in a local town and had just become a tradesman; he longed for his own business. He was mar-
ried with two children had a nice house in a nice part of town. Bob decided to go into business and found an old gas station 
on the main road that was for lease. He took the lease and borrowed money from the bank against his house to get started. 
The money was used to buy the bakery equipment and outfit the shop. 

Bob's Bakery was an overnight success and he became a local celebrity (local man does good etc.). Bob bought two new cars 
and paid for them with cash. Soon Bob's Bakery was at capacity and he wanted a second store. He found one in a local shop-
ping mall and he took the lease with a further loan from the bank to buy the equipment. The second store was nowhere near 
as good as the first. He also found himself stretched between the stores which then caused the performance of the first store 
to drop. 

 

There were many problems with quality, wastage, employee issues. Eventually the cash ran out and Bob was in trouble.  

Bob did not have any systems in place and did not produce monthly financial reports to measure the performance of the busi-
ness. He did not have a clear understanding of the correct way to cost products to make a profit. Bob's business turned over 
almost $2m per year and due to his lack of business experience he had taken it to the brink of bankruptcy. This caused Bob 
and his wife huge stress and they did not know what to do. Bob called a ConsultX Business Success Partner.  

THE SOLUTION 

Bob appointed us as the business consultant for his bakery and we suggested that immediate action be taken, to avoid further losses 
in his business and the risk to his house.   

Immediate upgrade of the handling and control of cash within the business. 
Immediate inventory of stock and establishment of the exact financial position of the business. 
Visit to the bank to meet the manager and outline the Business Success Program and the plan to improve the business. 
Sale of both cars to release cash into the business. 
Meetings with major creditors to enlist support and to outline future plans of the business. 
Once the business was stable the Business Success Program commenced for long term growth and improvement. 



CASE HISTORY #2 

Sunshine Shade Sails 

THE PROBLEM 
Sunshine Shade Sails was started by Jackie in 1992 and had grown to a turnover of $1.5m per year. They produced shade sails for 
domestic and commercial use and Jackie worked the business with her two sons. Jackie was referred to a ConsultX Business Success 
Partner by her accountant who was observing a steady drop in earnings over the last few years and was concerned with a sudden drop 
in the last financial year to the point that the business was approaching insolvency. Jackie was really in a state of depression and con-
fided in the consultant that she had really hit rock bottom emotionally. 

On the surface things seemed okay but once the Business Success Partner completed a business diagnostic many negative  
Issues surfaced: 

Family members had given themselves a substantial pay increase without any financial forecasting being done to ascertain whether 
this could be afforded. 

Products being manufactured were being quoted based on a competitor's price list from 2002. 
There was no systematic way to actually produce a quote and the wastage being cut off whole rolls of fabric was not charged to the 

job. 
There were no financial controls at all and no monthly reports being produced. 
Jackie had a limited understanding of the financial requirements of running a business. 
There was no marketing plan to develop more business and they just waited for it to come in the door. 
 

There had been a drop of 30% in sales. 

THE SOLUTION 
The Business Success Partner commenced the Business Success Program and established what Jackie actually wanted out of her busi-
ness. This is called a 'Business Vision' and it is usually a set of five year goals. The diagnostic uncovered a number of important areas 
that needed prompt attention: 

Establish the exact financial position of the business. 
Reduce the income of the family members to what it was previously. 
Introduce a comprehensive product costing and quoting process to ensure every job made a profit. 
Gross profit was increased by 24% 
Introduce an accurate monthly financial and KPI reporting system. 
Develop a total marketing plan to gain more customers. 
Re-brand the business and products as the brand looked tired and out of date. 
Developed budgets and cash flow forecasts for presentation to the bank. 
Get all suppliers to requote resulting in a saving of 9% 

It took 12 months for the business to turn around and then salaries were restored. The owners now understood the value of accurate 
timely financial reporting and learned how to make products cheaper and sell them for more than they had previously. The stress and 
pressure was off Jackie and she actually enjoyed coming to work every day. Within twelve months they planned to acquire a competi-
tor with revenues of $800k/yr for almost no investment as the owner would accept a job with them as payment. Revenues are expected 
to reach $2.7m with profits increasing by 400% since the time of crisis  



FREQUENTLY ASKED  

QUESTIONSFRE 

HOW MUCH WILL THE BUSINESS SUCCESS PROGRAM COST? 
This varies from client to client depending on your business size and how much work has to be done. As a general rule the investment 
you make is returned many times over in the first few months of us working together.  

 
WHY IS THE BUSINESS SUCCESS PROGRAM OVER A LONG TERM? 
The Business Success Program is a comprehensive business consulting program that improves your business profitability and value 
over a multi-year time frame. It takes time to smoothly make permanent changes in your business that will dramatically improve the 
profitability and value. 

DO I NEED ANY SPECIAL TRAINING? 
No, our Business Success Partners are intensively trained to help you in every area of your business.  

WHY DO I NEED A BUSINESS SUCCESS PARTNER? 
 

We find many of our clients are very good at what they do but lack expertise and experience in the finer points of running a successful 
business. These finer points are the ones that make the real money in your business and your Business Success Partner is trained in 
these important business skills.  

HOW QUICKLY WILL I SEE RESULTS? 
The Business Success Program has been designed to start delivering results to the business owner very quickly, in fact you will see 
noticeable progress within 3 months of commencement.  

HOW CAN YOU BE SO CONFIDENT THAT YOU CAN HELP ME? 
Because nearly all business are structurally similar, we believe that with our unique skills in creating successful businesses and your 
industry specific skills we can jointly make a huge success of your business.  

ARE YOU A BUSINESS COACH? 
A Business Coach tends to work with the business owner on the business owner. However, we work with the business owner on the 
business itself. We are business improvement specialists. Experience and skills in business are necessary to get a business performing 
at its best.  

I'VE HAD CONSULTANTS BEFORE - THEY JUST WRITE UP A PLAN AND THEN NOTHING HAPPENS. I WANT 
THINGS TO HAPPEN.  
Some consultants only help write plans as they often lack the experience to turn the plan into reality. Also implementation, or rather the 
lack of it, is a problem with many small and medium sized businesses and it's true that most plans sit on the shelf or in a drawer after 
they're written. ConsultX Business Success Partners take a different approach - we help build a plan and then we help turn it into reali-
ty. We stay with you to make things happen. When a plan is done properly, it makes the business owner consider the things that are 
necessary to make the business run much more effectively and profitably 



 

CLIENT TESTIMONIALS 
Clients talk about their experiences 

The Business Diagnostic showed our Income Potential figure to be $210k. We decided to start with a Business 

Success Partner even though we made a loss of $148k in the last financial year. We agreed on a strategy to in-

crease our production and by 31 March 2013 we will have turned a $148k loss into an $80k profit.” ANIMAL FEED 

PRODUCER 

“We are in a very competitive market where our customers are struggling and can’t afford more. Our Business 

Success Partner introduced us to pricing strategies that we hadn’t considered that resulted in us netting an addi-

tional $8,000 per month in profits.” RETAIL BAKERY 

“Initially the Business Diagnostic showed $200k which had me skeptical. Our Business Success Partner has been 

with us for 8 months now and we are absolutely on track to find the $200k over the next 12 months. The Produc-

tivity strategies alone have given us a 10% lift. We have asked our Business Success Partner to join our board.” 
SPECIALIST ENGINEER 

“Our focus has been on finding profitable new markets to direct our sales team. Our Business Success Partner 

worked with us on a reporting and training system that has increased our annual turnover by about $100k.” 
WHOLESALER 

“We worked on waste savings and productivity improvement strategies that so far have us on track for $316k in 

additional profits in our first year of working together.” MANUFACTURER 

“Took on my Business Success Partner not knowing 100% what I was getting into. In the 1st month the team 

workshops have really opened up the level of communication and improved morale.” TIRES AND SUSPENSION 

“The Business Diagnostic came up with $174k which sounded a bit high. We have introduced several strategies 

that have us on track for $254k for the first year with our Business Success Partner.” MANUFACTURER 

“We worked on productivity strategies with our team. The Business Diagnostic showed us $29,300 over the 12 

months in Productivity. Since working with our Business Success Partner we have found $58,600 already.” 
BUILDING INDUSTRY 

“The Gross Profit strategies that we worked on gave us a $40k per annum improvement. We have also worked on 

contractor workmanship that helped as well. Our Business Success Partner showed us how our pricing systems 

were not covering all costs of the business so with a new system and target market strategy we have improved 

our net profits by an extra $24k per annum.” CONSTRUCTION CONTRACTING 

“We had a very unfair and onerous lease. Our Business Success Partner researched the lease and found it had no 

personal guarantees and was in the name of a dormant entity allowing us to relocate and walk away with no re-

percussions. Saved us $20k per month, $400k over the next 2.5 years and this was from our first meeting!”  
BUILDING MATERIALS MANUFACTURER 



Al Barraza, MBA 

Business Success Partner 

Al Barraza has always been committed to acquiring business success by con-

ducting business and operational strategic planning and by implementing spe-

cific tasks to constantly improve and grow.  Al has worked with many Compa-

nies throughout California over the last thirty years and has been a Business 

Owner, a Trusted Business Advisor and a Leader in the areas of Management 

Accounting and Finance to small business and property owners.  Al holds a 

Master of Business Administration degree with an emphasis in Financial Man-

agement and has always had a passion to help business owners achieve suc-

cess in their business. 

In 1999, Al established Management Accounting Solutions for the primary pur-

pose of helping business and property owners stabilize their cash flow, in-

crease profitability, organize internal accounting operations, and to help in se-

curing financing.   Management Accounting Solutions has worked for a variety 

of small businesses in many industries and offers a full array of financial man-

agement solutions for the Owner including, Monthly Bookkeeping and Ac-

counting Services, Payroll Services, Tax Preparation Services, and access to 

a full range of Lending Sources. 

In keeping to his commitment to educate, advise and to provide the tools to 

make sound business decisions, Al created The Business Advisory Coach - a 

business consulting group to work long term with business owners to improve 

the profit, growth and value of their business. In starting this new venture, Al 

joined the ConsultX Business Consulting Partner Network which complements 

his own skills and expertise with access to a variety of outstanding resources 

and an extended network of more than 100 consultant colleagues worldwide.           

Al serves as a Business Success Partner to the Owner offering an array of 

business improvement solutions, to include corporate training resources and 

facilitating the highly successful Business Success Program. Al believes in 

developing long term relationships with his clients and is committed to helping 

the Owner secure the freedom needed to achieve success in business and 

their personal life.             

Al lives in Northern California with his wife Kathy and they spend much of their 

spare time hiking the local trails, spending time with family, and visiting local 

historical and nature parks. 

Call 800-678-0471 to 

Book a FREE no obli-

gation 2 hour session 

with Al Barraza at the 

Business Advisory 

Coach and take your 

business to a new lev-

el of success  

Al Barraza, MBA 

Business Success Partner 

  Al@BusinessAdvisoryCoach.com 

 www.BusinessAdvisoryCoach.com 

mailto:Al@BusinessAdvisoryCoach.com
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