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Foreword

Foreword

Most people don’t start a business because
they love accounts. They start because they
want a better life.

More time. More control. More space to enjoy their family and the
things that matter. But as the work builds, the early freedom gets

replaced by long days, constant decisions, and the sense that
everything depends on you.

You're not alone. | meet business owners every
week who are working hard, caring for their
families, and trying their best to keep up with

the pressures of day-to-day business. They
don't lack effort. They lack clarity.

And that's where your numbers help. Not the year-end reports, but the
simple indicators that show what's working, what's struggling, and what
needs attention.

Over the last ten years at Walton Accountancy, I've seen a clear
pattern. Business owners who understand a handful of key numbers
feel calmer, make steadier decisions, and gain back control faster than
those who rely on instinct alone.

This guide explains those numbers in plain English, with examples you
may recognise. And it shows how they fit into the broader FREED
Blueprint - our framework for helping business owners take back
control and create more space for the moments that matter.

This isn't a technical manual. It's a practical companion.

Let’s look at your numbers - and what they can help you change.

Lee Thomas
Walton Accountancy
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Chapter 1

Chapter1

You Didn’t Build a Business Just to Run One

Most business owners can remember how they wanted life to feel
when they started. More time at home. More control over their day.
Less pressure.

But as the business grows, the demands grow with it:
+ Constant emails

 Questions from staff
 (Cash flow concerns
» Late evenings catching up

It doesn't happen all at once. It builds gradually. A few delayed
decisions. A bit of uncertainty around the accounts. A few months
without reviewing how the business is performing. Before long, you're
putting in more effort but feeling less in control.

You haven’t done anything wrong. You're working without clear
feedback. And without that clarity, everything feels harder.

At Walton Accountancy, we help clients bring structure back into view.
Numbers aren’t about passing judgement. They simply show you what's
happening beneath the surface, so you can make decisions with
confidence.

In the next chapter, we'll look at the seven numbers that offer the
clearest view of how your business is really doing.
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The 7 Numbers That Set You Free

These numbers don't replace your instincts. They support them. They
bring steadiness to your decisions and highlight where time, money, or
pressure is leaking out.

Each example is fictional, but the situations are common — and very
similar to the stories we see every day at Walton Accountancy.

1. Break-even point

The number that shows when the business starts working for you.

Olivia ran a small gym. She was always
busy, yet money was tight. When she
calculated her break-even point, she
realised she needed 47 active members
to cover her costs. She had 32.

Once she understood the gap, she made
a few steady changes - a new class

option, a small price adjustment, and a simple trial promotion. Within two
months, she reached 52 members. The clarity gave her confidence.

How to calculate it:

Fixed Costs + Gross Profit Margin (%)

How many clients or sales do you need before the
business begins creating margin and headroom?

Think about:
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2. Gross profit margin

The percentage that protects your income.

Tom sold candles online. His sales
looked healthy, but his profit didn't
reflect it. After reviewing his direct
costs, he realised he was keeping
only a small amount per sale.

By simplifying his product range and
revisiting prices, his margins improved.
With a better margin, he had more stability and fewer difficult months.

How to calculate it:
(Sales - Direct Costs) = Sales x 100

Think about: Does each sale genuinely contribute to the future you're
" trying to build?

3. Net profit

The number that shows whether the business is rewarding you.

The number that shows whether the
business is rewarding you.

Priya’s agency was growing. Revenue
looked strong. But once she
accounted for wages, tools, and the
small inefficiencies that creep in,
her net profit was thin.

After reviewing her service mix and minimum engagement levels, she
focused on the work that was both profitable and manageable. Her
profit improved without needing more clients.

How to calculate it:

Revenue - All business expenses

Think about: Is your business glleg }/ou a fair return for the time,
energy, and responsibility you carry?
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4. Cash flow

Your ability to move steadily through the month.

Cash flow affects your confidence more
than almost any other number. Dan, a
builder, had large projects in progress
but little money in the bank. When we
mapped out his cash flow, the pattern
was clear: long stretches between stage
payments.

By adjusting his payment terms and adding a clearer structure, his
cash flow became more predictable - and the pressure eased.

But as the business grows, the demands grow with it:

+ Bank balance trends
* Inflows vs outflows
* How long your cash would last if income paused

Think about: Do you h.ave early s.lght of what your cash position will
look like in the coming weeks?

5. Debtor days

How long it takes for completed work to turn into income.

Lisa’'s studio produced excellent work,
but she often waited far too long to be
paid. When we calculated her debtor
days, she could see the strain clearly.

With clearer terms, deposits, and simple
automated reminders, payments sped
up. Her cash flow improved and her
stress reduced.

How to calculate it:

(Trade Debtors + Annual Sales) x 365

Think about: How long are you waiting for money you've already earned?
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6. Conversion rate

A clearer view of how enquiries become clients.

Alex received many enquiries, but only a
small number became paying clients.

Once he measured his conversion rate,
he could identify where people were
unsure or losing momentum. A more
structured follow-up process made a
significant difference.

How to calculate it:
(Sales - Direct Costs) + Sales x 100

Think about: Where do potential clients slow down or hesitate — and
how can that be clearer?

7. Average customer value

Understanding which clients create the most stability.

Nadine worked with many small clients
and a few larger ones. When she reviewed
the value each brought, she saw a clear
pattern.

She adjusted her prices, focused on
higher-value relationships, and reduced
unnecessary workload.

How to calculate it:

Total revenue + Number of clients

Where does most of your stability and
return truly come from?

Think about:
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What Steady, Successful Business
Owners Do Differently
Once business owners understand these numbers, something

changes. They make decisions earlier. They feel less reactive. They
move with more confidence.

From our work at Walton Accountancy, the most successful owners
tend to adopt a few simple habits:

1. They review their numbers regularly

Not in a complex way. Just a monthly check-in to stay grounded.

2. They focus on steady improvements

Small, thoughtful adjustments often create the most meaningful
progress.

3. They protect their margins

They understand their costs, price with intention, and avoid work that
drains time.

4. They build simple systems

Clear processes reduce pressure, save time, and support the whole
team.

5. They don’t do it alone

They value outside perspective because it brings clarity and calm.
These habits aren’t about trying harder. They're about building a
rhythm that supports you rather than exhausts you.
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The FREED Blueprint

A clear path to a business that supports your life - not one that
competes with it.

Understanding your numbers is the first step. Acting on them is the
second.

That action becomes easier with a clear framework - one that reflects
what matters most to you.

The FREED Blueprint is the model we use at Walton
Accountancy to help business owners regain clarity,
improve performance, and build a business that gives
something back.

(A 1 Clarity
Q Reconnect with goals and ambitions.

We step back and look at what truly matters — your family,
your time, your priorities, and the life you want the business
to support.

This creates a simple vision that guides every decision.
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/‘ 2. Performance

I'I Understand what drives profit
AN and steals time.

We make your numbers easier to understand. No jargon. No
noise.

Just clear information that shows what’s working, what'’s
draining you, and where to focus next.

3. Transformation

\/ A feedback loop that measures
real success.

Through regular reviews, simple metrics, and steady
mentoring, insight becomes action.

You see progress. You feel more in control.
And month by month, the business becomes easier to run.

The FREED Blueprint isn't complicated. It's practical,
structured, and honest.

It helps you make confident decisions without losing sight of
what matters most.

Chapter 4
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Let’s Start Rewriting Your Story

If this guide has resonated with you, it’s likely because you're ready for
things to feel clearer, calmer, and more manageable.

You don't need to change everything
at once. You just need a first step.

That step might be:
» Taking a quiet moment to look

at your numbers

Choosing one number to review
this month

Or speaking with someone who
can guide you through it

At Walton Accountancy, we work with family-focused business owners
who want more than survival. They want clarity, confidence, and a
business that supports their life.
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If you'd like to understand your numbers better, we

offer a free Business Numbers Review — a practical

session where we walk through your figures together
and show you what they mean.

Call 02392 593 91/

Email info@waltonaccountancy.co.uk

Unit 30, Highcroft Industrial Estate, Waterlooville

Your numbers are already telling a story.
Let's help you shape the next chapter.

by Walton Accountancy

waltonaccountancy.co.uk/freed



